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Abstract 
Small construction professional services (CPS) firms are recognised as being vitally important to 
the UK construction industry as much of the professional capacity of the sector resides within 
these small practices. They rely on the capabilities of small groups of professional employees in 
delivering their services and so need to ensure their commitment to achieving organisational 
objectives. Clearly, human resource management (HRM) strategies have a major role to play in 
managing employee commitment, and yet such strategies have received little attention within the 
construction management literature.  
 
This study investigates the nature of construction professionals‟ commitment within small CPS 
firms and to develop HRM interventions that foster organisational commitment in small CPS 
firms. The study adopts qualitative approach to enable gathering of rich data that come directly 
from the participants involved in the phenomenon. Exploratory interviews with managers of 
small CPS firms conducted in the early phase of the research helped to identify some of the key 
strategies and operational challenges related to the management of commitment. Following this, 
the main data was collected through conducting two in-depth case studies, which included one 
small quantity surveying practice in the East Midlands, UK, and one small multi-disciplinary 
practice in the West Midlands, UK. The case studies involve in-depth interviews involving the 
employer and employees, participation observation and document analysis at the main office of 
both organisations. Together, these data helped to unravel the nature of the employment 
relationship within such firms and also to gain a better understanding of how professional 
employees express their commitment.  
 
The findings reveal that professional employees‟ commitment is influenced by a complex range 
of factors, but that five main HRM levers have a particular influence within such firms. These 
relate to job design, performance and career management, training and development, reward 
management and employee involvement. It is clear that a range of factors impinge on the 
abilities of employers to enact effective HRM strategies. In particular the recent economic crisis 
and personal problems have both been cited as the main challenges by the employer and 
employees of both organisations. It highlights the significant importance of managing 
organisational commitment much more effectively, regardless of the economic climate. 
 
Based on the research results a framework for managing professional commitment was 
developed and validated within a range of small CPS firms. The framework presents a holistic 
way of accounting for all the issues that influence the development and maintenance of 
organisational commitment within small CPS firms. Such knowledge is essential to the 
management of small CPS firms for achieving meaningful improvement in their approach to 
foster organisational commitment.  
 iii 
The key recommendations for the management of small CPS firms is to make sure that every 
aspect of the job meets the professional employees‟ expectations as well as project requirements 
and organisational objectives. This includes improving communication by utilising both formal 
and informal medium of communication, rewarding employees with both monetary and non-
monetary rewards and developing employees by providing both on-the-job training and off-the 
job training. All these HRM practices need to be effectively linked and managed appropriately to 
collectively foster commitment. 
 
In conclusion, the complex nature of organisational commitment raised the importance for the 
management of small CPS firms to have a structured approach in managing their employees‟ 
commitment.  
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Relationship; Human Resource Management (HRM); Organisational Commitment; Small and 
Medium-sized Enterprises (SMEs) 
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CHAPTER ONE 
1 Introduction to the Research 
 
1.1 Introduction 
This chapter discusses the background of the thesis and justifies the rationale for the research. 
Following this, the research questions are presented and the research aim and objectives are 
established. The chapter also introduces the research approach and concludes with an outline of 
the structure for the thesis. 
 
1.2 Research Background 
Small construction professional services (CPS) firms play an important role in the UK 
construction industry, both in terms of their contribution to economic output and in terms of their 
social impact on the lives of the many employees who work for them. These firms acknowledge 
that professional employees are the most strategic resources in the delivery of their services. The 
research findings from Lu's (2005) longitudinal twenty-two month case study of a small 
architectural practice draws attention to the importance of the ability and motivation of 
professional employees, which ultimately contributes to the capacity of small CPS firms to 
innovate. However, the research does not specify how the employer of small CPS firms should 
manage the professional employees, particularly in securing their commitment.  
 
Arguably, smaller firms, with more informal human resource management (HRM) systems and 
practices, are more likely to face a bigger challenge to the effective management of employee 
commitment. Moreover, the construction industry is well-known for its greater emphasis on 
project and performance outcome at the expense of human needs, which can lead to many 
problems such as employee dissatisfaction, low commitment and a de-motivated workforce 
(Raiden et al., 2006; CIOB, 2006; Dainty et al., 2007). Generally, it seems that HRM in smaller 
firms tends to be more informal compared with the formal HRM systems and practices in larger 
 2 
firms. For instance, larger firms in the construction sector are more likely to have a documented 
recruitment and retention strategy in place (CIC, 2004). Having said that, it is important to 
recognise the unique nature of small firms and the complexities of the employment relationship 
and the current business climate that determine which HRM practices are chosen, and the extent 
to which they are used and formalised (Cassell et al., 2002).  
 
This research was conducted in a four-year period from the end of 2006 until 2010, during the 
time when the UK economy was hit by the global recession. Although small firms are often said 
to be very flexible in comparison with their larger counterparts, they were more negatively than 
positively affected by the economic crisis. Buccellato and Scheffel (2011), in their analysis of the 
UK economy during the recent recession, found that small firms in the service sector were 
hardest hit by the crisis, followed by medium-sized firms, which in turn have done worse than 
large firms. As such, it is interesting to study the practice of small CPS firms in securing the 
commitment of their employees, particularly during the most challenging economic climate. 
Accordingly, this thesis argues that the intrinsic characteristics of the construction industry mean 
that the effort of managing professional employees‟ commitment in small CPS firms requires an 
appropriate management framework for its successful implementation. The following section 
justifies the rationale for the thesis. 
 
1.3 Justification of the Research 
There are three key drivers for this research: 1) the significant role of small CPS firms; 2) the 
importance of managing organisational commitment; and 3) the underdeveloped research area of 
the management of commitment from the construction industry perspective. 
 
1.3.1 The Significant Role of Small CPS Firms 
The first driver for this research is related to the important role of small CPS firms in the 
construction industry. Among the many sectors in the construction industry, the construction 
professional service sector plays an important role by employing approximately 270,000 people 
with a fee income generation of approximately £13.9 billion (CIC, 2007). The vast majority of 
CPS firms (97.6 per cent) have less than 50 employees (Table 1.1). Before the recession, the 
 3 
output of such firms had risen by approximately 4 per cent between 2002 and 2006. Thus, small 
CPS firms are socially and economically important, since they dominate the industry. 
 
Table 1.1  Estimated number of CPS firms by main type and number of employees 
Discipline Size of Firm (number of employees) Total no. 
1 2-5 6-10 11-50 > 50 
Architects 4062 4857 1339 1071 126 11455 
Civil & Structural Engineers 1189 2181 994 1423 321 6108 
Building Services Engineers 780 1688 672 751 110 4001 
Other Surveyors 619 981 273 205 29 2107 
Quantity Surveyors 550 845 298 242 16 1951 
Managers 255 545 197 147 34 1178 
Others (including planners) 366 464 166 124 27 1147 
Total no. 7821 11561 3939 3963 663 27947 
Source: CIC (2007: Table 3.1) 
 
The trade that CPS firms offer is their capacity to produce rather than to provide a product like 
many other organisations. In order to do this, they rely heavily on their professional employees. 
One of the most distinctive characteristics of CPS firms is that they have only the expertise of 
their staff as assets with which to trade, compared to other “organisations in the production 
industries and most other service industries which all deploy other assets such as fixed assets 
(e.g. aeroplanes), property (e.g. hotels and retailing), or liquid capital (e.g. banks)” (Winch and 
Schneider, 1993: 923). At each phase of the construction process, from conception to delivery, 
there is the utilisation of the construction team and deployment of their skills in delivering value 
to the client (Egan, 1998). In essence, each one of the phases of the process requires a skilled 
workforce who are very competent, highly educated or with long-standing experience in a trade. 
As Løwendahl (2005: 45) states, “the core of the resource base of the professional service firm 
thus resides in the professional employed and their ability to solve whatever problems the clients 
may want them to solve. The professionals bring to the firm their expertise, their experience, 
their skills in relationships with past, present, and potential clients”. Undoubtedly, the 
knowledge, skills and experience of the construction professional are considered to be very 
valuable for organisational performance, particularly with the intrinsic characteristics of the 
industry. As such, they are normally expected to provide leads and practical solutions to the 
managers. In addition, organisations can gain more benefit from their professional employees, 
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who generally exercise autonomy, self-motivation and self-control, thus removing the need for 
supervisory and inspection staff.  
 
Moreover, it is acknowledged that the performance of large firms is significantly impacted upon 
by the performance of their small supply chain partners (Egan, 1998; Latham, 1994). Thus, 
through the proper management of professional employees in small construction firms, the 
performance of the industry as a whole could be enhanced. It then becomes essential to 
understand what these professionals do and how they work best in the pursuit of organisational 
success and higher productivity. Accordingly, for the purpose of this research, the focus is on 
professional employees within small CPS firms. 
 
1.3.2 The Importance of Organisational Commitment 
The second driver for this research is related to the importance of managing the professional 
employees‟ organisational commitment derived from Guest (2005: 239), who posited that 
employee commitment is important for at least four reasons: 
1. Committed employees will go „beyond contract‟ to achieve high performance; 
2. Committed employees can be expected to exercise responsible autonomy and self-
control, thus removing the need for supervision; 
3. Committed employees are more likely to stay with an organisation, thus ensuring a 
return on investment in training and development; and 
4. Committed employees are unlikely to get involved in any collective activity that might 
reduce their contribution to the organisation. 
 
From the construction industry‟s perspective, the concept of organisational commitment is very 
important and relevant, particularly with the transient, project-based nature of the construction 
industry, which is likely to affect the development of employees‟ organisational commitment. 
Rousseau (1998) suggests that in temporary work systems, such as construction projects, 
employees‟ identification with their organisation is likely to focus on immediate work stimuli 
and erode when tasks are complete. In this difficult context it is pertinent to investigate factors 
that shape employees‟ sense of attachment and involvement with their employing organisations. 
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In addition, professional employees with a high level of commitment to the employing 
organisations are more likely to share their knowledge (Robertson and Hammersley, 2000). 
Committed employees would „go the extra mile‟ in pursuit of improved communication within 
teams to provide informed and insightful advice to project managers and project teams. This 
implies another importance of commitment: it helps knowledge management initiatives for 
increased industry performance. 
 
Moreover, in the midst of intense competition mainly due to the economic crisis, the employer‟s 
reliance on their employees‟ willingness and commitment to apply their knowledge, skills, 
initiative and talent to achieve high performance is far greater than it was before. Accordingly, it 
is appropriate and relevant to study organisational commitment particularly from the perspective 
of small firms that are very much affected by changes in the economy.  
 
1.3.3 The Existing Research Gaps  
The third driver for this research derives from the existing gaps in the body of knowledge in two 
main areas: HRM in SMEs (in particular small CPS firms) and organisational commitment 
within small CPS firms. While there is extensive literature on HRM, in general it is 
overwhelmingly based on HRM in large organisations. For example, in the construction 
management literature, a number of research works on HRM have been undertaken in large 
organisations (Druker et al., 1996; Druker and White, 1997; Dainty et al., 2000;  Raiden, 2004; 
Olomolaiye, 2007). However, the limited literature on HRM in small firms, particularly in the 
construction industry, suggests large gaps in the body of knowledge in this area.  
 
Moreover, the prevailing literature on organisational commitment is generally not appropriate for 
small CPS firms, as it tends to focus on large manufacturing-based firms operating in „non-
project based‟ environments rather than small service-based firms operating in „project based‟ 
environments. Generally, the findings from previous research show that organisations that create 
and maintain good quality employee-manager relationships benefit from higher levels of 
employee motivation, commitment and job satisfaction, which in turn impacts positively on 
performance and the intention to stay (e.g. Becker et al., 1996; Benkhoff, 1997; Leung et al., 
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2004). Most of the research, however, ignores the views of employees and does not relate the 
employee experience of HRM practices to their actions, and Guest (1997) argues for a research 
agenda that addresses this gap. Edgar and Geare (2005) undertook one useful study to test the 
relationship between HRM practice and employee work-related attitudes. A significant 
relationship was found between HRM practices and three employee work-related attitudes 
(organisational commitment, job satisfaction and organisational fairness). For the purpose of this 
research, bearing in mind the importance of the subject that has been previously discussed, the 
focus will be on organisational commitment.  
 
In summary, the three drivers, 1) the significant role of small CPS firms, 2) the importance of 
organisational commitment and 3) the existing research gaps regarding the management of 
commitment from the construction industry perspective, justify the need for this research. The 
following section discusses the research questions for this study that emerged from these three 
key drivers. 
 
1.4 Research Questions 
Swailes (2002) highlights the difficulty in understanding the nature of commitment and to 
capture the real meaning of commitment. Furthermore, he raises the importance of understanding 
the complex nature of commitment, which is a mixture of attitude and behaviour, to avoid the 
common confusion between causes and/or consequences of organisational commitment and 
actual commitment behaviour. Clearly there is a need to explore the meaning of commitment 
from the perspective of small CPS firm employers that is likely to influence their actions to 
enhance the desired commitment behaviour. It is argued that what employers mean by the term 
„commitment‟ might influence their appraisal of the employees‟ performance and commitment, 
as well as the promotion decisions based on such appraisals. In addition, it is important to 
examine whether construction professionals share similar meanings of commitment with their 
employers and also to gain a better understanding of how construction professionals express their 
commitment. Accordingly, this research focused on three basic questions prior to the exploration 
of other key issues related to the research:  
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Research question one (Q1):  What are the key issues related to the management of 
organisational commitment within small CPS firms? 
 
Research question two (Q2): What do employers of small CPS firms and their 
construction professionals mean by organisational 
commitment? 
 
Research question three (Q3):  How do construction professionals working in small CPS 
firms express their commitment to the organisation? 
 
In achieving the desired attitude and behavioural changes among employees, it is essential to 
understand the objectives, motives, ideologies, perspectives and expectations of both the 
organisation and its employees. As contended by Sparrow and Cooper (2003: 180), “one of the 
major challenges facing employers is to better understand the individual factors that are 
associated with, shape and better explain the employee‟s relationship with the organisation”. The 
study seeks to provide a better understanding of the factors influencing part of employee-
organisation linkage, organisational commitment, given its important role. HRM practices and 
their influence on commitment in the context of construction have not received much empirical 
attention to date, particularly from the perspective of small CPS firms. Hence, there are large 
gaps in the body of knowledge in this area. In view of that, a further two research questions were 
highlighted: 
 
Research question four (Q4):  How do HRM practices within small CPS firms influence 
construction professionals‟ commitment to the 
organisation? 
 
Research question five (Q5):  What are the other factors that affect organisational 
commitment within small CPS firms? 
 
The significance and important role of human resources in the labour intensive industries such as 
construction is incontestable. However, the nature of the industry‟s product and cultural norms 
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have lead to high workloads, long working hours, stress and psychological burnout among the 
employees (Sang et al., 2007). All these affect the quality of performance and productivity of the 
individual employee and, ultimately, the industry as a whole. Consequently, many official 
reports and industry reviews (e.g. Egan, 1998, 2002; Latham, 1994) suggest that improvements 
in people management practices could bring positive impacts to the industry‟s performance, 
efficiency, productivity and cost-effectiveness. However, these calls for improvement have been 
ignored and people management issues are yet to receive more attention by construction 
organisations (Kululanga and McCaffer, 2001; Dainty et al., 2007). Arguably, the intrinsic 
characteristics of the construction industry mean that this effort to manage organisational 
commitment requires an appropriate management framework for its successful implementation. 
Moreover, Winch and Schneider (1993: 934) found that creative professionals such as architects 
in architectural practices were „notoriously difficult‟ to manage because they were „culturally 
resistant‟ and see the idea of formality as offending their professional ethos. Research also shows 
that smaller firms are more likely to face challenges in managing their professional employees 
(Causer and Jones, 1993). Accordingly, this research seeks to answer these important questions: 
 
Research question six (Q6):  What are the challenges in managing construction 
professionals‟ commitment within small CPS firms and 
how can the problems be overcome? 
 
Research question seven (Q7):  How can a framework be developed for managing 
construction professionals‟ commitment in small CPS 
firms? 
 
Research question eight (Q8):  What is the industry practitioners‟ feedback on the 
developed framework? 
 
The next section provides the research aim and objectives that will answer the eight research 
questions above. 
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1.5 Research Aim and Objectives  
The research aims to assist the management of construction professionals to develop appropriate 
managerial and HRM interventions that foster organisational commitment in small CPS firms. 
 
Accordingly, the specific research objectives were: 
1. To review the existing literature and theories on the organisational commitment of 
construction professionals. 
2. To investigate the nature of organisational commitment among construction 
professionals. 
3. To examine the elements of the employment relationship that influence organisational 
commitment within small CPS firms. 
4. To identify the challenges associated with effectively managing construction 
professionals‟ organisational commitment. 
5. To develop a framework of managerial and HRM interventions to enhance the 
commitment of construction professionals in small CPS firms. 
6. To evaluate the proposed framework with relevant personnel. 
 
Table 1.2 shows the relationships between the research aim, objectives and research questions. 
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Table 1.2  Research aim and objectives and related research questions 
Aim Research Objectives Research Questions 
To assist the 
management of 
construction 
professionals to 
develop 
appropriate 
managerial and 
HRM 
interventions that 
foster 
organisational 
commitment in 
small CPS firms  
R1. To review existing literature and 
theories on the organisational 
commitment of construction 
professionals 
Q1. What are the key issues related to 
the management of organisational 
commitment within small CPS firms? 
R2.To investigate the nature of 
organisational commitment among 
construction professionals  
Q2. What do employers of small CPS 
firms and their construction 
professionals mean by organisational 
commitment? 
 
Q3. How do construction 
professionals working in small CPS 
firms express their commitment to the 
organisation? 
R3. To examine the elements of the 
employment relationship that 
influence organisational commitment 
within small CPS firms 
 
Q4. How do HRM practices within 
small CPS firms influence 
construction professionals‟ 
commitment to the organisation? 
 
Q5. What are the other factors that 
affect organisational commitment 
within small CPS firms? 
 
R4. To identify the challenges 
associated with effectively managing 
construction professionals‟ 
organisational commitment 
 
Q6. What are the challenges in 
managing construction professionals‟ 
commitment within small CPS firms 
and how can the problems be 
overcome? 
R5. To develop a framework of 
managerial and HRM interventions to 
enhance the commitment of 
construction professionals in small 
CPS firms 
 
Q7. How can a framework be 
developed for managing construction 
professionals‟ commitment in small 
CPS firms? 
 
R6. To evaluate the proposed 
framework with relevant personnel. 
 
Q8. What is the industry practitioners‟ 
feedback on the developed 
framework? 
 
1.6 Research Approach  
Many research studies done on organisational commitment adopt a quantitative approach by 
administering surveys using popular organisational commitment scales such as those developed 
by Porter et al. (1974), Mowday et al. (1979) and Allen and Meyer (1990). However, a few 
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authors have argued that the scales are not „catch-all‟ measures of commitment and capture only 
narrow aspects of the commitment domain, resulting in inaccuracy of the research to measure 
commitment in its multifaceted form (Swailes, 2004, 2002; Suliman and Iles, 2000). Moreover, 
according to (Holliday, 1995), in researching small firms, the use of questionnaires will, in many 
cases, be answered by the small firm owner-managers. As such, a qualitative approach suits this 
research better, as this method allows the gathering of personal insights, beliefs, understandings, 
opinions and views that come directly from the participants involved in the phenomenon.  
 
Moreover, as commitment is such an abstract and complex construct, concerned with values, 
attitudes and behaviours, “researchers may need to seek closer contact with the participants they 
are studying and develop an understanding of what they mean by organisational commitment, 
how they express it, and if the meaning attached to organisational commitment varies across 
different professions and work groups” (Brown, 1996: 376). For this reason, the study was 
carefully designed to gather qualitative data that may be unstructured in its raw form, but is rich 
in content and scope which provides important descriptions for the development of theoretical 
relationship when being analysed (Fellows and Liu, 2008). 
 
For the purpose of gathering such qualitative data, a case study methodology was adopted to 
allow in-depth investigation of the relationship between contextual conditions and phenomena 
(Yin, 2009). Certainly, an understanding of the contextual conditions of small CPS firms is 
essential, because they are highly pertinent to the phenomenon of study. This understanding 
helps to elicit the meanings and nature of commitment and to facilitate the exploration of the key 
issues related to the research. Thus, two in-depth case studies were conducted, which included 
one small quantity surveying practice in the East Midlands, UK, and one small multi-disciplinary 
practice in the West Midlands, UK. Recognising that the employment relationship includes two 
parties in the exchange process, the research set out to examine the content and state of the 
employment relationships from the perspectives of both the employer and professional 
employees, thus avoiding results based on a single set of perceptions. Accordingly, both case 
studies involve interviews with the employer and professional employees, informal dialogue, 
participation observation and document analysis at the main office of both case study 
organisations. Based on the findings, an appropriate framework for managing the organisational 
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commitment of construction professionals within small CPS firms was developed. The 
framework was evaluated with managers or personnel with responsibility for HR matters in 
small CPS firms, and with construction professional employees. 
 
1.7 Structure of the Thesis 
The thesis is structured into ten chapters. Figure 1.1 shows a schematic representation of the 
thesis, indicating how the ten chapters are interrelated.  Each of the chapters are summarised in 
this section. 
 
Chapter 1: Introduction to the Research 
This chapter forms an introduction to the research by providing the background of the research 
and justifying the rationale for the research. It also introduces the research aim, objectives and 
research approach. Finally, this chapter explains the structure of the thesis. 
 
Chapter 2: The Employment Relationship in Small Professional Firms 
Chapter 2 presents the first part of the literature review. The main focus is to explore the 
theoretical foundations of the employment relationship. First, the nature of small CPS firms, the 
construction industry and the external environment are explained. Second, the concept of the 
employment relationship is presented.  
 
Chapter 3: Organisational Commitment in Construction 
Chapter 3 presents the second part of the literature review. The main focus is to explore the 
theoretical foundations of organisational commitment. First, the concept of organisational 
commitment is explained, providing a conceptual starting point for the research questions and 
appropriate research methodology. Second, empirical studies on commitment in construction are 
reviewed, as the findings of the present work will add to that body of research.  
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Chapter 1: INTRODUCTION TO 
THE RESEARCH
Chapter 2: THE EMPLOYMENT 
RELATIONSHIP IN SMALL 
PROFESSIONAL FIRMS
Chapter 4: HRM FOR 
MANAGING COMMITMENT
Chapter 5: RESEARCH DESIGN 
AND METHODOLOGY
Chapter 6: CASE STUDY ONE: 
ANALYSIS OF RESULTS
Chapter 7: CASE STUDY TWO: 
ANALYSIS OF RESULTS
Chapter 8: CROSS CASE 
ANALYSIS AND 
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Chapter 9: A FRAMEWORK 
FOR MANAGING 
PROFESSIONAL 
COMMITMENT: 
DEVELOPMENT AND 
EVALUATION 
Chapter 10: CONCLUSIONS
Chapter 3: ORGANISATIONAL 
COMMITMENT IN 
CONSTRUCTION
 
Figure 1.1  Structure of the thesis 
 
 
Chapter 4: HRM for Managing Commitment 
Chapter 4 presents the third part of the literature review and develops the research problem and 
resultant research questions. First, the concept of HRM is explained and the interactions of 
various HRM functions are discussed to examine how these activities could be implemented to 
manage the challenges facing the employment relationship. Second, the different HRM practices 
affecting commitment are discussed. Third, the complex and challenging context of HRM in 
managing commitment within the small construction firms is explained. Finally, a summary of 
the key research questions is restated following the analysis of the literature.  
 
 14 
Chapter 5: Research Design and Methodology 
Chapter 5 discusses and justifies the choice of method used in this research. Methods of data 
collection and analysis are discussed. In addition, research ethics are also explained. 
 
Chapter 6: Case Study One: Analysis of Results 
Chapter 6 presents the key research findings from the first case study. The chapter is structured 
according to the research objectives and research questions. First, a background to the case study 
organisation is given. This is followed by a description of the nature of commitment and the 
factors affecting commitment. Finally, the challenges in managing commitment are highlighted.  
 
Chapter 7: Case Study Two: Analysis of Results 
Chapter 7 presents the key research findings from the second case study. Similar to the previous 
chapter (Chapter 6), this chapter is structured according to the research objectives and research 
questions. 
 
Chapter 8: Cross-Case Analysis and Discussions 
Chapter 8 presents the cross-case analysis of the two case studies. First, the cross-case analysis 
that highlights the similarities and differences between the findings of the two case studies is 
presented. Second, a discussion of the findings in the light of previous studies is presented to 
highlight the position of the study in the literature and to conclude the chapter. 
 
Chapter 9: A Framework for Managing Professional Commitment: Development and 
Evaluation 
Chapter 9 outlines the development and evaluation of the framework for managing professional 
commitment. An overview of the framework and the practical implementation opportunities are 
given. The chapter also presents an analysis of the results of the evaluation and a few 
recommendations to refine the framework. 
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Chapter 10: Conclusions 
The final chapter (Chapter 10) concludes the thesis by presenting a summary of the research 
findings and their contributions. The achievement of the research aim and objectives are 
explained. The limitations of the research along with suggested areas for future research are also 
stated. Finally, a reflection about the researcher‟s role within the whole research process brings 
the thesis to an end. 
 
1.8 Summary 
This chapter has set out the background of the research. It presents the research aim, objectives 
and questions and justifies the rationale of the thesis. In addition, the research approach is also 
introduced in this chapter. The following chapters review the relevant general and construction-
specific literature, firstly on the employment relationship (Chapter 2), secondly on organisational 
commitment (Chapter 3) and finally on HRM linked with organisational commitment (Chapter 
4). 
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CHAPTER TWO 
2 The Employment Relationship in Small Professional Firms 
 
2.1 Introduction 
This chapter presents the first part of the literature review, which underpins the research 
questions presented in Section 1.4 of the previous chapter. The main focus of this chapter is to 
explain the research context and to explore the theoretical foundations of the employment 
relationship and organisational commitment, as shown in Figure 2.1. First, it provides the 
important context of the research, which is the nature of small construction professional service 
(CPS) firms and the construction industry, as well as the external environment (Section 2.2.). 
Second, it explores the concept of the employment relationship and highlights the importance of 
managing employee expectations effectively at workplace level (Section 2.3). The chapter‟s 
structure diagram (Figure 2.1) is reproduced throughout the chapter with relevant sections 
highlighted to guide the reader. 
 
Research Context (2.2)
Small Construction 
Professional Service 
Firms (2.2.1)
The Nature of 
Construction 
Industry (2.2.2)
The External 
Economic Context 
(2.2.3)
The Employment Relationship (2.3)
Definition of 
Employment 
Relationship (2.3.1)
Employee 
Expectations of the 
Employment 
Relationship (2.3.2)
Managing the 
Employment 
Relationship (2.3.3)
Introduction (2.1)
Summary (2.4)
CHAPTER TWO: The Employment Relationship in Small Professional Firms
 
Figure 2.1  Structure of chapter two 
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2.2 Research Context 
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Economic Context 
(2.2.3)
The Employment Relationship (2.3)
Definition of 
Employment 
Relationship (2.3.1)
Employee 
Expectations of the 
Employment 
Relationship (2.3.2)
Managing the 
Employment 
Relationship (2.3.3)
Introduction (2.1)
Summary (2.4)
CHAPTER TWO: The Employment Relationship in Small Professional Firms
 
 
This section highlights the research context. It begins at the micro level, by looking at the unique 
characteristics of small CPS firms and the nature of professional work (Section 2.2.1). Second, 
the discussion moves to the macro level, to discuss the nature of the wider context of the 
construction industry (Section 2.2.2) and the impact of the external economic context (Section 
2.2.3). This highlights certain key areas that might be anticipated to have an impact on the nature 
of the employment relationship within small CPS firms; this forms part of the discussion for the 
analysis of the findings of the thesis.  
 
2.2.1 Small Construction Professional Service Firms  
Central to the discourse of professionalism is the notion of an occupation whose members deal 
with some kind of specialist knowledge and expertise. Murdoch and Hughes (2008) define 
professionalism based on four distinct characteristics of professionals: 
1. A distinct body of knowledge: each of the professions has its own distinctive competence 
which is embodied in an identifiable body of knowledge. 
2. Barriers to entry: each of the professions has its own professional bodies that regulate 
entry through a qualifying mechanism to obstruct those unqualified to practice. 
3. Service to the public: the true professionals seek to serve the public before other 
objectives, as apparent in the profession‟s code of conduct. 
4. Mutual recognition: professional institutions are mutually recognised within the 
established network professions. 
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The services offered by professional service firms are highly knowledge intensive in nature 
(Løwendahl, 2005). Indeed, professional service firms are considered to be synonymous with 
„knowledge-based organisations‟ (Winch and Schneider, 1993: 923) or „knowledge intensive 
firms‟ (Løwendahl, 2005: 45). The work in professional service firms requires non-routine 
problem solving based on a high degree of professional expertise and individual judgement in 
order to solve the problem according to clients‟ needs. In relation to this, one can speculate that 
professional service firms rate the interests of their client as top priority rather than service to the 
public, but at least they are regulated by professional codes of conduct and the threat of censure 
(Fryer et al., 2004). 
 
From the construction industry perspective, Winch and Schneider (1993), by drawing on 
architectural practices as an example, discuss the distinct characteristics of CPS firms as: 1) 
service organisations; 2) professional organisations; and 3) creative organisations. They offer a 
service and, in the case of architectural practices which have the capacity to produce plans that 
are often unique to the client‟s requirements and at the same time require creativity to provide 
novel solutions, the practices are regulated by a professional institution. An interesting point is 
made by Winch and Schneider (1993) concerning the working practices of professionals in 
creative types of CPS firms. They suggest that working conditions within many client 
organisations stifle creativity, thus “small, flexible and responsive organisations are preferred” 
(Winch and Schneider, 1993: 925).  
 
In the UK construction sector, the vast majority of CPS firms (97.6 per cent) have less than 50 
employees (Table 1.1 in Chapter 1). This is perhaps another unique characteristic of CPS firms, 
as posited by Lu (2005: 15): 
1. Professional services are knowledge-intensive in nature; 
2. Professional services are delivered by professionals/knowledge workers; but, 
3. Professional services are nonetheless co-produced between the knowledge worker and the 
client; and 
4. The majority of construction professional services are provided by small firms. 
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The mix of these features distinguishes small CPS firms from other types of organisations and 
implies that the main assets of small CPS firms are their professional employees and their 
reputation for delivering the services promised. The next section will explain the wider context 
of the industry in which these small CPS firms operate. 
 
2.2.2 The Nature of the Construction Industry 
Apart from CPS firms, the construction industry embraces a wide range of organisations that 
have direct involvement in the design as well as the construction of buildings and civil 
engineering and infrastructure works that includes multinationals, contractors and suppliers 
(Druker et al., 1996; Morton, 2002). Unsurprisingly, Cooke-Davies (2002) found „human 
dimensions‟ in nearly all twelve factors that have been identified as critical for the successful 
implementation of construction projects. This suggests that „people‟ are an important factor to 
labour intensive industries such as construction. In addition, given the involvement of an 
extremely wide range of people in unskilled, craft, managerial and professional positions with 
diverse cultures and backgrounds, the industry has been posited as more fragmented than many 
other industries (Carty, 2002; Wild, 2002). 
 
Another distinct characteristic of the industry is the great concentration of small and medium-
sized enterprises (SMEs). SMEs are defined as having fewer than 250 staff (European 
Commission, 2007). The definition of SMEs is further categorised into „micro enterprises‟ (if 
they employ fewer than 10 staff), „small enterprises‟ (if they employ fewer than 50 staff) and 
„medium-sized enterprises‟ (if they employ fewer than 250 staff), as shown in Table 2.1.  
 
Table 2.1  Definition of SMEs  
Enterprise category Headcount Turnover Balance sheet total 
Medium-sized < 250 ≤ €50 million ≤ €43 million 
Small < 50 ≤ €10 million ≤ €10 million 
Micro < 10 ≤ €2 million ≤ €2 million 
(source: http://ec.europa.eu/enterprise/enterprise_policy/sme_definition/index_en.htm) 
 
The scale of SME activity in the UK construction industry is considerable. In 2006, 99.9 per cent 
of UK construction firms had between 1 and 299 staff (BERR, 2007: Table 3.1) and delivered 
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some 65.6 per cent of the industry‟s output (BERR, 2007: Table 3.3). Unsurprisingly, it is 
acknowledged that the performance of large firms is very much affected by the performance of 
their small and medium-sized supply chain partners (Egan, 1998). 
 
Furthermore, the industry generally focuses on the production of a single and unique end product 
that is normally custom built to the client‟s requirements. A key characteristic of construction is 
that the finished project is largely non-transportable once completed and geographically 
dispersed (Bresnen, 1990; Fellows et al., 2002). This requires construction organisations to set 
up „Temporary Multi-Organisations‟ (TMOs) that are characterised by decentralised and 
unstable decision-making and planning, of short-term existence and disbanded upon completion 
of the project (Cherns and Bryant, 1984). A multi-organisation is defined as a system that 
incorporates parts of several organisations and constitutes a set of social and interpersonal 
relationships that are partly conditioned by the task and vice versa (Stringer, 1967). In 
construction, the delivery of these unique projects by the TMOs is achieved through the project-
based format (Halpin and Woodhead, 1998). Apart from the „normal instability‟ of the project 
team, due to the cultural diversity of and uncertainties around construction, there are also 
unstable coalitions of power and role and task cultures between the individuals in the 
construction projects (Wild, 2002). In this project-based format, the focus of management is, 
therefore, on the planning and control of resources within the framework of the individual 
project, giving less attention to the broader concerns of construction organisation (Goodman and 
Chinowsky, 2000). The fragmented approach to project delivery presents a challenging context 
for the effective management of the construction organisation, particularly those that deal with 
people issues at the company level.  
 
2.2.3 The External Economic Context  
The time span of the research from the end of 2006 until 2010 makes it particularly exciting and 
challenging to study organisational commitment within small CPS firms, because the wider 
economic environment experienced a significant change during this period. Figure 2.2 
demonstrates the changes in the UK GDP from the end of 2006 until 2010. The recession has 
been recorded as the worst experienced, with GDP falling by 6.4 per cent as compared to a fall of 
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4.6 per cent in the 1980s‟ recession and by only 2.5 per cent in the 1990s‟ recession (Office for 
National Statistics, 2011b). In terms of unemployment, the rate reached 6.6 per cent at the end of 
2009, with more than 2 million unemployed. This figure has risen to 2.53 million or 8 per cent, 
which is the highest figure for unemployment in the UK since 1994 (Office for National 
Statistics, 2011c).  
 
 
Figure 2.2  UK GDP growth (Office for National Statistics, 2011b) 
 
 
The construction industry experienced sustained growth for more than ten years until the 
economy was hit by the global recession. However, the industry has been severely affected by 
the changes in the economy. Since the recession, the unemployment rate in the industry reached 
6.9 per cent in 2009, which is the highest level for the industry over the 15-year period 
(ConstructionSkills, 2009). In terms of construction output, recent statistics presented by the 
Office for National Statistics (2011a) reported that the volume of construction output fell by 13.9 
per cent in the three months to January 2011. It is forecasted that the construction industry will 
experience a slow recovery from this recession and will begin picking up only in 2014. Between 
2010 and 2014, employment is forecast to grow by 93,000, a 4 per cent increase, but this still 
leaves employment in the industry over 250,000 below its 2007 peak (Construction Skills 
Network, 2005). 
 22 
 
There is little doubt that the recession had a very significant impact on CPS firms. A recent 
survey shows that 54 per cent of CPS firms saw decreases in their fee incomes in the 12 months 
to October 2009 (CIC, 2010). The same survey reveals that 46 per cent of CPS firms made 
redundancies over the same period, with architects and quantity surveyors suffering the most 
proportionally. By the end of 2010, the employment of construction professionals (including 
construction managers) had suffered a decline of over 12 per cent. 
 
Arguably, in the midst of intense competition mainly due to the severe economic crisis, the 
managerial process is a critical factor in ensuring that employees have a positive experience of 
work such as access to rewarding jobs, being treated fairly, being involved in decision making 
and being given the opportunity to develop their skills (Blyton et al., 2011). Furthermore, job 
security is often seen as a vital strategy to promote commitment, because employees may be 
more willing to accept change, for instance to working practices, if they believe their jobs are 
secure (Cully et al., 1999). However, due to the problems of uncertainty in a constantly changing 
business environment and irregular workflow, employers may be unable to offer such guaranteed 
job security. Certainly, the external economic context provides more challenges for managing the 
employment relationship. It is contended that the employees tend to reassess their career 
expectations in accordance with the changing opportunities resulting from downsizing and 
reorganisation (Dainty et al., 2000). Thus, it is important to explore the concept of the 
employment relationship, particularly from the perspective of small CPS firms, to gain a better 
understanding of the nature of employee expectations for securing professional employees‟ 
commitment. 
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In order to understand ways of managing employees‟ commitment, it is important to examine the 
nature of the employment relationship within organisations. Thus, this section defines the 
employment relationship (Section 2.3.1) and examines the changes in employee expectations 
(Section 2.3.2). Following this, the literature on the management of the employment relationship 
is reviewed (Section 2.3.3). 
 
2.3.1 Definition of Employment Relationship 
Edwards (2003) defines the employment relationship as a relationship between an employee and 
an employer that is established when an employee agrees to perform work for an employer, 
under certain conditions in return for remuneration. It is through the employment relationship 
that reciprocal rights and obligations (of the two parties in the relationship) are created. For an 
employer, the employment relationship determines the nature and extent of the employer‟s rights 
and obligations toward their employees. Meanwhile, for an employee, the employment 
relationship provides access to the rights and benefits associated with the employment. 
 
Generally, there are two types of contract defining the employment relationship, as distinguished 
by Rousseau (1990) and Rousseau and Wade-Benzoni (1994): 
1. Transactional contract: focuses on exchange, which is usually expressed financially, for 
a specific limited period of time. 
2. Relational contract: involves an open-ended agreement that establishes a continuing 
membership with an organisation. 
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Another dimension to comprehend the nature of the employment relationship is by looking at 
four different perspectives (economic, legal, social and psychological), as explained below. 
 
2.3.1.1 Economic perspective 
The employment relationship embraces economic exchange, where employees make their 
contribution to achieving the organisation‟s objective and, in return, they receive a level of 
remuneration. From an economic perspective, employees‟ motives focus on self-interest and 
their endeavours to obtain the best terms, conditions and salary as possible. The economic 
perspective has been criticised for only offering a limited view of the complex employment 
relationship and underestimates the potential value of the social relationship (Rousseau, 1995). A 
recent longitudinal study by Lee et al. (2011) proved that economic factors may not be the most 
critical aspect of the employment relationship. “Instead, salient signals regarding quality of the 
employment relationship are those that make the job itself rewarding, or provide employees the 
opportunity to create a compelling future” (Lee et al., 2011: 219). 
 
2.3.1.2 Legal perspective 
The formal employment contract defines the terms and conditions of employment (i.e. what is 
expected from the employer) and the remuneration that will be provided by the employer in 
return for the contributions (Loosemore et al., 2003). The contract normally comprises a job 
description that summarises specific responsibilities and duties that need to be performed by the 
employee, and working arrangements such as required working hours and procedural aspects like 
sick pay arrangements and notice periods. In addition, the rewards (in terms of salary, bonus, 
holiday entitlement and other benefits such as health insurance and company car) offered to the 
employees in return for their commitment are also stated in the formal contract. Apart from the 
above expressed terms, formal employment contracts also recognise implied terms (those 
determined by custom or practice, or which are inferred by the expressed terms) and statutory 
requirements such as health and safety standards (Loosemore et al., 2003). Employees have 
expectations that the employer will meet all those terms that regulate the employment 
relationship. For small firms, Nadin and Cassell (2007: 426) found that “being explicit about 
what was required of their employees was not only impossible, but also undesirable, principally 
 25 
due to the high levels of flexibility required, or indeed, demanded by the employer”. In their 
study involving interviews with owner-managers of ten small firms from a variety of sectors, 
Nadin and Cassell (2007) found that the use of a formal contract is very basic and adopted more 
to meet legal necessity rather than practical value. Clearly, there are weaknesses in the legal 
perspective that view the employment relationship as a static, short-term basis, focusing on 
„hard‟ objective outcomes without reference to the „soft‟ personal interactions of employees with 
their employers as well as subjective issues surrounding the relationship (Rousseau, 1995). For 
that reason, focusing on the legal perspective will only give a limited view of the complexities of 
the employment relationship. 
 
2.3.1.3 Social perspective 
The employment relationship involves a social relationship between the employees and the 
employer, as well as between the employees themselves, which might affect their contribution to 
the organisation (Sisson and Storey, 2000). Social interactions at the workplace become more 
intense when team working becomes a central element of the work organisation. The Workplace 
Employee Relations Survey (WERS) finding revealed that around two thirds of employees work 
in formally designated teams in which their colleagues affect their contribution (Cully et al., 
1998). Under these conditions, behaviours that are considered acceptable and unacceptable are, 
to some extent, more likely to be socially determined (Sisson and Storey, 2000).  
 
2.3.1.4 Psychological perspective 
From the psychological perspective, the employment relationship refers to the notion that the 
terms and nature of the contract are not written but are based on perceptions and subjective 
expectations of individuals. As pointed out by Blyton et al. (2011: 4):  
“The majority of day-to-day interactions are based on a host of unwritten rules, 
assumptions and expectations on both sides… the formal contract of employment covers 
only certain dimensions of the employment relationship, and that the behaviour of both 
parties – together with their beliefs, expectations and understandings – constitute important 
elements in the overall relationship between employers and employees.”  
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Despite the existence of formal written employment contracts, there are also fewer formal 
expectations that go beyond the content of the formal employment relationship. These subjective 
expectations are known as „psychological contracts‟, which refer to an individual employee‟s 
beliefs regarding the terms and conditions of a reciprocal exchange agreement between that 
individual employee and the employing organisation (Rousseau, 1989). Psychological contracts 
represent a reciprocal and dynamic deal which evolves over a period of time. It emerges when an 
individual employee forms a perception and belief that the contributions he/she makes obligate 
the organisation to reciprocate. Rousseau (1989), however, made a clear distinction between a 
psychological contract and an implied contract. The former is composed of the subjective 
expectations held by an individual employee and does not constrain any other parties to the 
relationship (i.e. may not be shared and agreed by the employer), while the latter consists of 
commonly shared expectations regarding what constitutes a mutual contractual obligation.  
 
2.3.2 Employee Expectations of the Employment Relationship 
The psychological contract is seen as a central influence on the development and maintenance of 
commitment (Greene, 1999). This makes it important to investigate employees‟ expectations 
regarding their treatment by the organisation as well as their individual roles within the 
organisation. Clearly, meeting employee expectations of the psychological contract is far more 
complex than fulfilling the formal (legal) employment contract. This has been more difficult with 
the fundamental changes in the employment relationship forced by market pressure, 
technological changes and economic turbulence (Sparrow and Cooper, 2003). Roehling et al. 
(2000) identified in their content analysis of extensive literature on the topic the nature of the 
new employment relationship, as summarised in Table 2.2. It appears that the new employment 
relationship is characterised by a greater emphasis for employers on providing training and skill 
development and employee participation in decision-making rather than job security. Similarly, 
employees are expected to assume responsibility for developing and maintaining skills and to put 
in more effort/action (e.g. produce positive results, take the initiative, work in teams) rather than 
remain loyal to the organisation. 
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Table 2.2  Nature of the new psychological contract (Roehling et al., 2000) 
Employer to provide (in order of the most cited): 
1. Training, education and skill development opportunities 
2. Employee involvement in decision-making/empowerment 
3. Open, honest, two-way communication 
4. Assistance with career management (e.g. mentoring, coaching) 
5. Performance-based compensation 
6. Challenging, meaningful and/or interesting work 
7. Work/non-work life balance 
8. Performance feedback 
9. Advancement opportunities within the organisation 
10. Praise, acknowledgement, recognition (non-monetary) 
11. Friendly, cooperative, or fun work environment 
12. Traditional job security 
 
Employee to (in order of the most cited): 
1. Assume responsibility for developing and maintaining skills 
2. Produce positive results/add demonstrable value 
3. Understand the nature of employers, business 
4. Have a customer focus 
5. Take the initiative/come up with ideas 
6. Ability to work in teams 
7. Traditional loyalty 
 
 
 
From the perspective of the construction industry, there is very limited empirical work that 
investigates the nature of the employment relationship, particularly from the view of small CPS 
firms. This suggests large gaps in the body of knowledge in this area. One useful study that sheds 
some light on this subject was done by Dainty et al. (2004); it explores the psychological 
contracts of 30 construction project managers. The findings of the study reveal the key 
expectations of the transactional and relational aspects of the employment relationship, as 
summarised in Table 2.3. Although the results of Dainty et al.'s (2004) study were solely based 
on the UK‟s largest contracting organisations, it confirms the significant influence of HRM 
practices on the employee-organisation linkage within the sector. 
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Table 2.3  Expectations of construction employees (Dainty et al., 2004) 
 Employer to provide 
Transactional employer 
obligations 
 
 Fair and equitable remunerative packages that include 
salary, benefits and performance-related bonus 
Relational employer 
obligations 
 Recognition of employees‟ contribution to the 
organisation 
 Career development opportunities and advice 
 Recognition and feedback on performance 
 Fair and accountable HRM-related decisions 
 Consultation and improved communication between 
employer and employees 
 Support with personal and family issues 
 
 
2.3.3 Managing the Employment Relationship 
The implication of acknowledging the existence of psychological contracts is that it recognises 
the reciprocal nature of the employment relationship rather than being one-sided imposed by 
employers (Herriot & Pemberton, 1997). Thus, there is a need for the organisation to strike a 
balance between organisational objectives and employee expectations to managing the 
employment relationship effectively. Roehling et al. (2000) contend that effective employment 
relationships should be driven by the human resource needs (e.g. culture, behaviour and 
attitudes) implied by an organisational strategy, as illustrated in Figure 2.3. Furthermore, in 
managing the employment relationship effectively, Roehling et al. (2000) emphasise the 
importance of distinguishing between „essential requirements‟ and „valued characteristics‟ in 
managing employment relationships. Essential requirements refer to those elements that must be 
part of an employment relationship in order to satisfy either the employer or the employees‟ 
needs and meeting the minimum levels of acceptability. In other words, the essential 
requirements refer to those elements that the respective parties feel they “must have”, while 
valued characteristics are what they simply “want”. They suggest a combination of both essential 
requirements and valued characteristics to achieve effective employment relationships. 
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This raises the importance of identifying the „target employee group‟ that the organisation wants 
to make a greater investment in the employment relationship. Wright et al. (1994) argue that 
firms need to recognise, develop and protect those valuable capabilities by establishing a strong 
connection between the key individuals and the firm. Such arguments can be linked to the 
resource-based view of the firm, which is primarily concerned with the role of human resources 
as a source of sustained competitive advantage. According to the resource-based view, 
organisational capabilities that are valuable, rare, cannot be duplicated and have no adequate 
substitute are recognised as valuable capabilities that are more likely to offer sustained 
competitive advantage (Barney, 1991). 
 
Business 
environment 
Social 
environment 
Organisation’s 
Business Strategy 
HR ‘needs’ implied by the strategy (e.g. 
behaviour, attitudes) 
 Essential requirements 
 Valued but not essential 
Objects of exchange desired by target 
employee groups 
 Essential requirements 
 Valued but not essential 
Target Employment Relationship(s) 
 
Essential Employer HR Needs 
+ 
Essential Employee Requirements 
+ 
Other Negotiated HR Needs and/or Employee Valued Objects of Exchange 
 
 
 
Figure 2.3  Employment relationship framework (Roehling et al., 2000) 
 30 
Lepak and Snell's (1999) model of „human resource architecture‟, as shown in Figure 2.4, can 
assist firms to identify where the human resource „core‟ lies and then manage the employment 
relationship appropriately. The model offers a way to identify the different types of employment 
mode, employment relationship and HR configuration, which link with the strategic 
characteristics of human capital. It utilises two dimensions: 1) the extent to which the particular 
form of human capital represents a valuable resource for the firm; and 2) the extent to which it is 
unique or firm specific. The model argues that firms need to establish „organisation focused‟ 
employment relationships for valuable and unique employees like professional employees 
(Quadrant 1). For this type of employment relationship, the organisation needs to encourage 
long-term involvement, greater participation in decision-making and significant mutual 
investment in developing organisational capabilities. In this case, a commitment-oriented HR 
strategy needs to be in place to nurture a higher level of long-term commitment from these 
employees, whose skills are critical to a firm‟s core capabilities. For the purpose of this research, 
the model provides a set of predictions about which type of employment relationship the 
organisation is likely to establish and the HR configuration that is more appropriate for 
professional employees. The clear analysis of the model is used to assist the theoretical 
development of this research. 
 
 
Figure 2.4  HR architecture (Lepak and Snell, 1999) 
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Given the importance of human capital in small CPS firms, there is an obvious need to invest in 
developing the „positive psychological capital‟ of their professional employees through long-
term and short-term interventions (Toor and Ofori, 2010). The term „positive psychological 
capital‟ refers to “positively oriented human resource strengths and psychological capacities that 
can be measured, developed and managed for performance improvement” (Luthans and Youssef, 
2004: 152). According to Toor and Ofori (2010: 343), these psychological capacities, which 
include self-efficacy/confidence, hope, optimism and resiliency, need to be developed because 
“construction organisations in better psychological health are likely to provide superior 
conditions for their employees, both leaders and followers, to grow and contribute to the 
achievement of the organisation‟s objectives.”  
 
Accordingly, in achieving the desired attitude and behavioural changes among employees, it is 
essential to understand the objectives, motives, ideologies, perspectives and expectations of both 
the organisation and its employees. Loosemore et al. (2003) argue that failing to understanding 
and meeting what employees expect and require from the employment relationship will lead to 
deterioration in commitment and loyalty, a decline in performance and increased employee 
turnover. This argument is perfectly reasonable given the empirical proof that confirms the 
importance of the psychological contract and its link with organisational commitment. For 
example, the annual IPD survey of employment relationships in the UK (involving 1000 people 
in 1997 and 1998 and 619 people in 1999) revealed that the most important factor that has a 
significant impact on organisational commitment is a positive psychological contract (Guest and 
Conway, 1997, 1998, 2001). Another important finding of the IPD survey is the importance of 
HRM as the key contributing factor to a positive state of psychological contract. The work makes 
an important contribution to establishing the link between the employment relationship, HRM 
and organisational commitment, particularly from the context of UK industry. However, by 
referring to organisational commitment as one of the attitudinal consequences of a psychological 
contract, the study overlooks the recent development in the conceptualisation of the concept (as 
discussed in Section 3.2 in the next chapter) that has defined commitment more on a behavioural 
basis rather than focusing merely on the attitudinal aspect of commitment. 
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Thus, following Roehling et al. (2000: 305), it can be concluded that: “the nature of the 
employment relationship is central to a wide range of HRM activities”. It is through the 
employment relationship that reciprocal rights and obligations of both employers and employees 
are created. It relates to questions like: What are employees‟ expectations that affect their 
relationship with the organisation? Does the existing employment relationship meet their 
expectations? What are the impacts of current business competition and more dynamic 
environments on employees‟ relationship with the organisation? Accordingly, this research seeks 
to provide answers to these questions in an attempt to provide a better understanding of the 
nature of the employment relationship. The research focuses on an important employee-
organisation linkage that is organisational commitment, as briefly explained in Section 1.3.2 in 
the previous chapter.  
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Earlier in this chapter, the context of the present study was explained to highlight certain issues 
that might affect the nature of the employment relationship within small CPS firms. The intrinsic 
characteristics of the construction industry and its external environment present a challenging 
context for the employers of small CPS firms in managing the commitment of their professional 
employees. Following this discussion, the chapter explored the theoretical foundations of the 
employment relationship. Attention was drawn to the challenges in managing employees‟ 
expectations of the employment relationship. In brief, employees demand the employer to not 
only meet the formal employment contract, but to also fulfil the complex psychological contract. 
While studies of the employment relationship in the construction industry are lacking, this study 
explores the nature of the employment relationship within small CPS firms, focusing on 
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organisational commitment. Following this brief introduction of the employment relationship, 
the following issue appears to be significant: 
1. What are the key issues related to the management of organisational 
commitment within small CPS firms? 
Accordingly, the concept of organisational commitment, which is worthy of further research, is 
explored in the next chapter (Chapter 3).  
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CHAPTER THREE 
3 Organisational Commitment in Construction 
 
3.1 Introduction 
This chapter presents the second part of the literature review. The main focus of this chapter is to 
review the commitment literature, providing a conceptual starting point for the research 
questions and appropriate research methodology. The chapter is structured into four main areas 
of discussion, as shown in Figure 3.1. First, the theory of commitment is presented (Section 3.2). 
Second, various factors affecting commitment are discussed (Section 3.3). Third, the 
consequences of commitment in organisations are highlighted (Section 3.4). Finally, empirical 
studies of commitment in the construction industry are reviewed (Section 3.5), as the findings of 
the present work will add to that body of research. The chapter‟s structure diagram (Figure 3.1) 
is reproduced throughout the chapter with relevant sections highlighted to guide the reader. 
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(3.2)
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Commitment (3.4)
Factors Affecting 
Commitment (3.3)
Introduction (3.1)
Summary (3.6)
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Commitment in Construction 
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Figure 3.1  Structure of chapter three 
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3.2 Conceptualising Organisational Commitment 
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There are a few important issues that appear to be significant in the existing theory on 
organisational commitment. These are associated with the complex nature of commitment. Thus, 
this section explains the different perspectives to define the construct (Section 3.2.1) and 
presents the various definitions of commitment (Section 3.2.2). Following this, the discussion 
moves to highlight another issue: the focus of commitment (Section 3.2.3). Finally, the complex 
nature of commitment is further explored via a number of different models of commitment 
(Section 3.2.4). 
 
3.2.1 Attitudinal and Behavioural Perspectives 
Generally, organisational commitment is defined based on two approaches: 1) attitudinal; and 2) 
behavioural, as illustrated in Figure 3.2.   
 
The first, the attitudinal approach, focuses on psychological states of commitment that are 
normally described based on the three-component model of organisational commitment proposed 
by Allen and Meyer (1990, 1996). The first component of attitudinal commitment is called 
affective commitment, which reflects an employee‟s emotional attachment to, identification with 
and involvement in an organisation (Allen and Meyer, 1990). Employees with high affective 
commitment stay with an organisation because they have a desire to do so, or in other words 
because they want to stay.  
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Figure 3.2  Organisational commitment typology (adapted from Brown, 1996: 232) 
 
 
The second component, normative commitment, reflects a feeling of obligation to stay with an 
organisation (Allen and Meyer, 1990). Leung and Chan (2007) argue that the feelings to 
maintain membership in the organisation will motivate the employee to behave appropriately and 
do what is morally right to remain loyal to the organisation. Employees with normative 
commitment, therefore, stay with an organisation because it is the right thing to do, or in other 
words because they ought to stay.  
  
The third component, referred to as continuance commitment, is related to the perceived costs 
and benefits associated with staying or leaving an organisation (Allen and Meyer, 1990). It 
generally comes from the accumulated sacrifices and investments made by the employees that 
make them feel that there is too much to lose by quitting (Swailes, 2002). Thus, employees with 
continuance commitment stay with an organisation because the costs of leaving are considered 
high, or in other words because they need to stay. For instance, Leung and Chan (2007) found 
that construction professionals with continuance commitment complete their task only because 
of the high „cost‟ of leaving the project. They generally cannot find another project with the 
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same benefits as the current one, even though they do not accept the project or company values. 
Therefore, they only stay in the company for the particular project. 
 
One of the most important reasons for distinguishing between the different components of 
organisational commitment is the different implications of work-relevant behaviour. Meyer et al. 
(1989) found evidence that employees with high affective commitment will be more valuable to 
an organisation, since they intrinsically value their association with the organisation and are 
more likely not only to remain with the organisation, but to work toward its success. On the other 
hand, employees with continuance commitment have little desire to remain with the organisation 
but simply cannot afford to do otherwise. In brief, “given their conceptual differences, it seems 
likely that the psychological states reflecting the three components of commitment will develop 
as the function of quite different antecedents and have different implications for work relevant 
behaviour other than turnover” (Meyer and Allen, 1991: 68). However, it is important to note 
that the three components (affective, continuance and normative) should not be seen as mutually 
exclusive types of commitment, but as components that can variously coexist (Meyer and Allen, 
1991). That is, a person‟s commitment can be based upon one, two or all three reasons and each 
of these to varying degrees. For the purposes of the present study, clarity around this concept is 
essential so that the findings from the study can be analysed with some prior knowledge of the 
constructs. 
 
The second approach to define commitment is a behavioural approach that focuses on overt 
manifestations of commitment (binding one‟s actions which constrain the individual to remain 
with the employing organisation) (Mowday et al., 1979). To illustrate this, employees may be 
loyal and supportive of the organisation (i.e. have attitudinal commitment) but may not stay with 
the organisation in the longer term (i.e. have no behavioural commitment).  
 
A general assumption of commitment research has been that attitudinal commitment leads to 
behavioural commitment (Singh, 1999; Mowday et al., 1982). However, Swailes (2002) views 
attitudinal commitment as involving, rather than leading to, behavioural commitment. This was 
based on the findings of his exploratory interviews, involving ten managers of professional 
organisations, which revealed that the organisational commitment of professionals is primarily a 
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behavioural entity which coincides/coexists with favourable attitudes towards the organisation. 
Despite the disagreements, both behavioural and attitudinal perspectives have one thing in 
common: the notion that commitment implies a bond (between employee and organisation), or 
perhaps an altruistic attitude which makes individuals willing to do things which are not 
necessarily satisfying their obvious personal interest (Benkhoff, 1994). Furthermore, Benkhoff 
(1994) posits that employees are unlikely to be aware of the distinction between attitudinal and 
behavioural commitment and one should assume that the two influence each other. Accordingly, 
there is a need to develop a better understanding of the complex nature of commitment, which is 
a mixture of attitude and behaviour.  
 
3.2.2 Definitions of Organisational Commitment 
A strong research theme has developed around the concept of organisational commitment (Porter 
et al., 1974; Mowday et al., 1979). Most organisational commitment research has therefore 
tended to build upon these two seminal studies that define organisational commitment in terms of 
attitude, although their definition includes some aspects of commitment-related behaviours. 
According to Porter et al. (1974) and Mowday et al. (1979), those who are committed to the 
organisation can be characterised by at least three interrelated factors:  
1. A strong belief in and an acceptance of the organisation‟s goals and values; 
2. A willingness to exert considerable effort on behalf of the organisation; and 
3. A strong desire to maintain membership of the organisation. 
 
Other classic definitions of organisational commitment associate the term with the employee‟s 
attachment, identification and involvement with the organisation (Sheldon, 1971; Steers, 1977). 
Popular classical definitions by academics, especially those of Porter et al. (1974) and Mowday 
et al. (1979), are widely used and taken for granted. However, commitment experienced by any 
one individual may differ from that experienced by another, and therefore it is argued that the 
employee‟s perspective is more important to gain a better understanding of commitment 
(Reichers, 1985). Moreover, Swailes (2002) argues that the classic definitions of commitment 
that incorporate or associate commitment with the desire to remain with an organisation are less 
relevant and may not be a realistic expectation in the current high-pressure working environment. 
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Swailes (2002: 160) poses a question: “Employees presumably seek job security but, with job 
cuts being used as a major strategy to stay competitive, do employers want turnover rather than 
tenure from their employees?”  
 
The review of the literature shows that only a few researchers have made an attempt to elicit the 
meanings of commitment from the employees‟ perspective. One study was done by Randall et al. 
(1990) to explore how employees (but not managers) express commitment in their work life, 
specifically in their behaviours and actions, by asking them directly. The study involved in-depth 
interviews with 16 employees and a questionnaires survey (167 were returned, a 61 per cent 
response rate) of a medium-sized manufacturing plant in the Midwest, USA. The findings 
revealed that the employees have different views from the popular management definitions of 
commitment. They relate commitment to concern for quality, a sacrifice orientation, a 
willingness to share knowledge, and presence in the workplace. Singh and Vinnicombe (2000) 
made an attempt to explore the meanings of commitment held by top managers and senior 
technologist in three major UK and Swedish engineering companies in the aerospace industry. 
They interviewed 37 senior engineers, without prompting or prior discussion, to reveal the 
meaning of commitment in a work context and found that top managers relate commitment to 
employees‟ actions. The top five responses regarding the meanings of commitment held by 
managers (with more than a 50 per cent response rate) were: 1) task or objective delivery; 2) 
putting yourself out, doing extra; 3) involvement; 4) quality; and 5) being proactive, using 
initiative. Another study (Shepherd and Mathews, 2000) involved a national questionnaire 
survey, distributed to 300 HRM managers (response rate 32 per cent) of UK SMEs in the 
manufacturing and service industry. The findings revealed similar inclinations. It is evident that 
the managers distinguish between committed employees and non-committed ones based on four 
main characteristics: 1) employee attitude; 2) attendance; 3) promotion seeking within the 
organisation; and 4) amount of unpaid hours worked. The results of these three studies indicate 
that the meanings of commitment held by people in the organisations are not in line with popular 
management definitions of commitment. It appears that employees as well as employers in 
contemporary organisations put more emphasis on employee behaviour or actions towards 
achieving organisational goals rather than the desire to remain with an organisation (loyalty).  
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Apart from defining commitment based on employees‟ actions, there has been a move to relate 
commitment to the consistent behaviour of individual‟s to achieve the goals. Consistent 
behavioural commitment refers to the individual‟s definitive behaviour of being obligated to a 
course of action, regardless of individual factors (e.g. personal goals or values) and/or fluctuating 
circumstances, particularly in the worst condition when organisations are unable to reward it 
(Brown, 1996; Meyer and Herscovitch, 2001; Bar-Haim, 2007). Brown (1996) relates 
commitment to dedication and continued support of the organisation beyond job expectations 
and rewards, and regardless of how circumstances and attitudes may fluctuate. A study by Bar-
Haim (2007) involving 361 respondents in Israel from four different organisations (including a 
university, medical centre and a professional association) demonstrates this consistent 
behavioural commitment. It was found that even during bad times for employing organisations, 
committed employees were not rushing to take advantage of their employment alternatives, but 
continued to contribute their knowledge, skills and abilities voluntarily. In view of this, Bar-
Haim (2007: 205) defines organisational commitment “as a behaviour of choice. It is not a state 
of mind, but an unequivocal behaviour of being obligated by performing or not performing 
certain activities that signify commitment, particularly in the worst conditions, when 
organisations are unable to reward it.”  
 
In a nutshell, organisational commitment has become a widely used and a popular term that has 
been defined in many different ways, as summarised in Table 3.1. The interpretation of 
commitment held by people in the organisations is not necessarily similar to popular 
management definitions of commitment. Swailes (2002) highlights the difficulty of 
understanding the nature of commitment and capturing the real meaning of commitment. The 
interpretation of commitment may vary depending on relational and transactional contracts, 
occupational groups and the focus of commitment. Moreover, Benkhoff (1997: 706) posit that: 
“the kinds of behaviour that can be interpreted as a sign of commitment will depend on job 
descriptions and rewards systems and therefore can vary between organisations.” The type of 
commitment that one organisation wishes to engender will then determine the type of 
interventions aimed at influencing the desired commitment. Accordingly, this study seeks to 
define commitment from small CPS firms‟ perspective, by exploring what they mean by 
organisational commitment and how they express it. 
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Table 3.1  Essence of definitions of organisational commitment 
Essences of organisational commitment Authors 
1. An attitude towards the organisation that 
links the person to the organisation 
 
Sheldon (1971) 
 
2. Affective attachment to the goals and 
values of an organisation 
Buchanan (1974); Mowday et al. (1979) 
 
3. The relative strength of an individual‟s 
identification with and involvement in a 
particular organisation 
 
Steers (1977) 
 
4. A willingness to exert considerable effort 
on behalf of the organisation and a strong 
desire to maintain membership in the 
organisation 
 
Mowday et al. (1979) 
 
5. Action (i.e. being proactive and taking the 
initiative) and innovation (i.e. being 
creative, innovative and adding value) 
 
Singh and Vinnicombe (2000) 
 
6. Definitive behaviour of being obligated to 
a course of action, regardless of individual 
factors (e.g. individual goals or values) 
and/or fluctuating circumstances, 
particularly in the worst conditions, when 
organisations are unable to reward it 
 
Bar-Haim (2007); Brown (1996); Meyer 
and Herscovitch (2001) 
 
 
 
3.2.3 Focus of Commitment 
A further issue that has been considered in the commitment literature is where employee‟s 
commitment is focused, which leads to differential outcomes in terms of employee behaviours 
and reactions to their level of commitment. Morrow (1983) identifies five different foci of 
commitment: 
1. To the value of work itself, regardless of the organisation; 
2. To a career or profession; 
3. To a specific job; 
4. To a union; and 
5. To an employing organisation. 
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This research focuses on the latter concept (i.e. organisational commitment). The term 
„commitment‟ is somewhat loosely used by managers to refer to commitment in a work context, 
regardless of the different foci of commitment (Singh and Vinnicombe, 2000). Hence, following 
Singh and Vinnicombe (2000: 231), this study will use the term „commitment‟ (sometimes stated 
as „organisational commitment‟ but often used without the specific label) “to mean commitment 
in a work context as a holistic term encompassing organisational, career and professional 
commitment” as well as commitment to the job, as the term is understood and used by people in 
the organisations. 
 
A further question has been asked about whether the organisation can be regarded as a single 
focus (of commitment), or whether it consists of several different foci. Reichers (1985) 
advocates that committed employees are likely to be committed to multiple sets of goals and 
values such as top management, supervisor, colleagues, customers, work groups and other 
various constituencies that make up the organisation. Reichers (1985: 474) argues that multiple 
commitments to these various constituencies may lead to conflict, to the extent that the “conflict 
may be more fundamental than simple role conflict concerning appropriate job-related 
behaviours. Rather, the potential conflict among multiple commitments involves the self-concept 
and identity of individuals, because the set of identifications and commitments an individual 
experiences is an integral part of the self. Individuals may attempt to resolve these conflicts by 
withdrawing from the organisation.” Meanwhile, Swailes (2002) posits that employees who 
appear uncommitted (to organisational goals) may actually be committed to other priorities that 
they perceive as more valuable or beneficial to the organisation or morally acceptable as judged 
through their personal moral perspectives. Goals and values in one part of an organisation may 
be different from those in another, and thus the organisation can be viewed as a sum of parts, 
with employees committed to some parts and not to others. 
 
However, a study done by Hunt and Morgan (1994) revealed that commitment to top 
management and to the supervisors contributes to „global organisation commitment‟ and 
constituency-specific commitment need not be organisationally dysfunctional. This implies a 
possibility that in a contemporary organisation, organisational commitment is simply accepted as 
a commitment to whatever top management is committed to, since its values and goals are 
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cascaded in the plans and objectives through supervisors (as agents of top management) and in 
turn the organisation. For that reason, Hunt and Morgan (1994) argue that the best way to define 
organisational commitment is to relate it to global commitment, which has its constituencies such 
as top management, supervisors, colleagues, customers and others that make up the organisation. 
Similarly, Brown (1996) argues that commitment to a particular entity is a distinct phenomenon 
that is best conceptualised as a single, fundamental construct that may vary depending upon how 
certain factors are perceived by an individual. Accordingly, this study will attempt to eliminate 
these distinctions and replace them with a singular concept of organisational commitment as a 
complex mixture of attitude and behaviour. The next section reviews four commitment models to 
gain a deeper understanding of the complex nature of commitment. 
 
3.2.4 Commitment Models  
There are several models outlining the process of organisational commitment. The four models 
that will be discussed are those developed by Steers (1977), Meyer and Herscovitch (2001), 
Swailes (2002) and Arnold et al. (2005). Other commitment models are not discussed for the 
following four reasons: 
1. Limited evidence to support the model such as those developed by Fiorito et al. (2007) 
and Brown (1996);  
2. Heavily focused on one of the commitment components such as the model developed by 
Eby et al. (1999), who focuses on affective commitment, and Wiener (1982), who 
focuses on normative commitment; 
3. Heavily focused on one specific focus of commitment such as Locke et al.'s (1988) 
model of goal commitment; and  
4. Similarity to the models discussed, such as the model of commitment of Hunt et al. 
(1985), which is similar to Steers (1977). 
 
3.2.4.1 Steers‟ model 
The model of commitment of Steers (1977) consists of three components: 1) antecedents of 
commitment; 2) commitment; and 3) consequences of commitment, as illustrated in Figure 3.3. 
The first component highlights the three main factors of commitment, which include personal 
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characteristics, job-related characteristics and work experience. The second component of the 
model suggests several specific behavioural outcomes of commitment. This model only 
discusses the antecedents and consequences of commitment. The second component of the 
model (i.e. organisational commitment) is an „empty box‟ that is left without any explanation to 
express its meaning and components. By focusing on only two components of the model (i.e. 
antecedents and outcomes of commitment) without describing the nature of organisational 
commitment, the author seems to neglect to answer the basic question „what is commitment?‟  
 
 
Figure 3.3  Steers’s model of commitment (Steers, 1977) 
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3.2.4.2 Meyer and Herscovitch‟s model 
Meyer and Herscovitch (2001) argue that commitment should have a „core essence‟ regardless of 
the context in which it is studied, and therefore they propose a general model of commitment in 
the workplace, as illustrated in Figure 3.4. In this model, each type of commitment and the 
consequences of commitment are presented by concentric circles. The first concentric circle 
reflects the core essence of commitment, which is a binding force (the inner circle) that 
influences behaviour to follow a course of action even in the absence of extrinsic motivation or 
positive attitudes. There are three different mindsets that can characterise this commitment: 
desire, perceived cost and felt obligation, as presented by the outer circle. The different factors 
that can influence the development of each commitment mindset are presented by the boxes 
connected to the outer commitment circle. The second concentric circle reflects the behavioural 
outcomes of commitment. The inner circle represents the focus of commitment, which will 
always be of relevance to some targets (e.g. an entity like an organisation, union; an abstract 
principle like policy). Discretionary forms of behaviour that can accompany the focal target-
relevance behaviour are presented by the outer circle. For example, employees who are 
committed to remain with an organisation can differ considerably in how regularly they attend 
work. Meyer and Herscovitch (2001) suggest that the mindsets characterising commitment (i.e. 
desire, perceived cost and felt obligation) will determine whether a focal target-relevance 
behaviour is accompanied by other discretionary behaviours. In summary, this model 
acknowledges the multidimensionality of commitment that has a „core essence‟ (i.e. a binding 
force). 
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Figure 3.4  Meyer and Herscovitch’s model of commitment (Meyer and Herscovitch, 2001) 
 
 
3.2.4.3 Swailes‟ model 
Figure 3.5 represents Swailes‟ model of the commitment process, describing four layers: 1) real 
reasons (personalised) for commitment; 2) bases of commitment (general reasons); 3) 
components of commitment; and 4) outcomes of commitment. According to Swailes (2002), the 
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These „real‟ reasons are often private factors that are highly personalised and may not be known 
to others in the organisation. The second layer shows the more general feelings that are normally 
measurable through popular commitment scales (in contrast with the „real‟ reasons in the first 
layer that are more difficult to assess). These general feelings are the bases of commitment, since 
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commitment, as explained in Section 3.2.1). There are generally different motives engendering 
commitment, such as identification with and belief in organisational goals. The third layer is said 
to be the most „problematic‟ in the sense that this stage, between the bases and presumed 
outcomes of commitment, is the least well understood. He refers to this third layer as the „black 
box‟ of commitment and emphasises the importance of understanding the complex nature of 
commitment, which is a mixture of attitude and behaviour, to avoid the common confusion 
between bases and/or consequences of organisational commitment and actual commitment 
behaviour. Finally, the fourth layer shows several presumed outcomes of high organisational 
commitment, including performance-related outcomes. Swailes (2002) argues that the literature 
has not sufficiently distinguished the causes of commitment from the expression of commitment 
itself. Accordingly, this model of commitment tries to provide an explanation of the meaning of 
commitment and also to differentiate between the reasons for commitment and the commitment 
itself.  
 
 
Figure 3.5  Swailes’ model of commitment (Swailes, 2002) 
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3.2.4.4 Arnold et al.‟s model  
The most robust model of commitment is perhaps that of Arnold et al. (2005), as illustrated in 
Figure 3.6. This model describes the commitment process more comprehensively than the three 
models of commitment discussed above, for four reasons. First, they added one more factor, the 
characteristics of the organisation, in addition to the three main factors of commitment as 
suggested by Steers (1977), and they also show the link between these factors to suggest a 
relationship that is more likely to occur in the commitment process. Secondly, the second part of 
the model, following Allen and Meyer (1990, 1996), illustrates the three main components of 
commitment: 1) affective; 2) normative; and 3) continuance. The influences of the causes of each 
component of commitment are clearly shown by dotted arrows and/or solid arrows to suggest the 
weak or strong effects. Thirdly, the model suggests different outcomes of each component of 
commitment. Finally, it also acknowledges external factors such as labour market constraints that 
might influence the behavioural outcomes of commitment.  
 
This model, however, does not embrace behaviours as part of the organisational commitment 
construct. Thus, the study takes note of Swailes' (2002) model (as previously described), which 
acknowledges commitment as a mixture of attitude and behaviour. In addition, the linkages 
between the elements in Arnold et al.‟s model are yet to be investigated to assess its usefulness. 
However, this study explores the nature of commitment among construction professionals and 
examines the factors that influence commitment within small CPS firms. It is therefore 
considered sufficient to gain an understanding of this complex process of commitment in the 
literature review, so that the findings from the study can be analysed with some prior knowledge 
of the construct but without testing a rigid causal framework (Lofland and Lofland, 1995).  
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Figure 3.6  Arnold et al.’s model of commitment (Arnold et al., 2005) 
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Generally, factors that influence organisational commitment are quite diverse in their nature and 
origin. A review of the commitment literature reveals that, following Steers (1977) (Section 
3.2.4.1), many researchers group the factors affecting commitment into three main categories: 1) 
personal characteristics; 2) job characteristics; and 3) the individual‟s experience at the 
workplace. In addition to these, Arnold et al. (2005) add one more factor, organisational 
characteristics (Section 3.2.4.4). These factors affecting commitment are discussed below. 
 
3.3.1 Personal Characteristics 
Personal characteristics consist of those variables which define the individual, such as age, 
gender, education and years of employment. The evidence linking personal characteristics to 
commitment has shown mixed results. For instance, age has been shown to be related to 
commitment (Sheldon, 1971; Gould-Williams, 1999; Suliman and Iles, 2000; Smeenk et al., 
2006; De Clercq and Rius, 2007). A possible explanation for this result has been stated by 
Sheldon (1971: 145): “first, age binds one more tightly to the organisation, for example, in 
pension plans; second, it usually reduces opportunities for inter-organisational mobility.” 
However, another personal characteristic – gender – has shown mixed results. While Mathieu 
and Zajac (1990) and Suliman and Iles (2000) found no significant relationship between gender 
and commitment, De Clercq and Rius (2007) found that male employees are more likely to be 
committed than female employees. It is argued that gender differences in commitment could be 
caused by the different interpretations of commitment held by male and female employees. 
Drawing on interviews with sixteen male/female pairs of engineering managers in the UK and 
Sweden aerospace industry, Singh and Vinnicombe (2000) found that female engineers associate 
commitment with „less visible‟ meanings such as involvement, availability and being people-
concerned, whereas male engineers relate commitment to more „active meanings‟ such as task 
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delivery, being proactive, being innovative and being ready for a challenge. This finding 
suggests that if there is any gender difference in the assessment of commitment, it may be 
explained by the different gender interpretations of commitment. 
 
Another personal characteristic that may affect organisational commitment is associated with 
education level. Organisational commitment is generally found to be inversely related to the 
education level of the employees (Steers, 1977; Suliman and Iles, 2000). Steers (1977: 53) 
provides a possible explanation for this result, stating that: “when employees have a higher level 
of education, it may be more difficult for an organisation to provide sufficient rewards (as 
perceived by the individual) to equalise the exchange. Hence, more highly educated people (who 
also tend to be more cosmopolitan) would be less committed to the organisation and perhaps 
more committed to a profession or trade”.  
 
In terms of organisational tenure, Sheldon (1971), Suliman and Iles (2000) and Smeenk et al. 
(2006) found evidence that commitment appears to increase with years of work experience, 
regardless of work position. Sheldon (1971: 146) argues that individuals with long service are 
likely to have high commitment even though they have not been promoted to higher positions 
because “they had either not taken advantage of opportunities for vertical mobility through 
geographic mobility, or they had not had such opportunities”. Conversely, De Clercq and Rius 
(2007) found that individuals in higher positions and with higher tenure are more likely to feel 
strongly attached to their organisation, and this suggests that both tenure and work status are 
positively related to commitment. 
 
In construction research, the results linking personal characteristics to commitment show mixed 
results. In contrast with Lingard and Lin (2004) and Liu et al. (2007), who found that personal 
characteristics (tenure, professional qualification, gender and nationality) and family variables 
(work-family conflict, family relationship quality) have no significant effect on organisational 
commitment, Wang and Armstrong (2004) found that education level and position do have an 
influence on commitment. Drawing on a survey involving 323 construction professionals who 
are members of the Australian Institute of Project Management, Wang and Armstrong (2004) 
found that professionals with a postgraduate education are more committed than others without 
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such an education, and those at the position of project manager are more committed than others 
appointed to non-project manager positions. 
 
Furthermore, Arnold et al. (2005) posit that personal characteristics may include individual 
motives for joining the organisation. This may be related to what Swailes (2002) calls the „real‟ 
reasons for commitment (Section 3.2.4.3). According to  Swailes (2002), these „real‟ reasons are 
often private factors, highly personalised, and may not be known to others in the organisation, 
and therefore are difficult to assess. Understandably, the efforts to determine the influence of 
personal characteristics on commitment is a daunting task that is further complicated by the 
unique and personalised „real‟ reasons that shape each individual‟s commitment. 
 
3.3.2 Job Characteristics  
Allen and Meyer (1990) argue that the most important factor related to affective commitment is 
the job‟s characteristics, such as the extent to which jobs were challenging and the extent to 
which role and goals are clearly defined. Other researchers have found other job characteristics 
that have a positive influence on commitment, such as the level of responsibility and the extent 
to which an individual has influence over his/her job (autonomy) (Steers, 1977; Igbaria and 
Siegel, 1992; Smeenk et al., 2006). Meanwhile, Iverson and Buttigieg (1999) found that 
employees‟ identification and attachment with the organisation are positively influenced by their 
feeling that job expectations are met. It is important to mention that many researchers include 
other job characteristics that are closely related to HRM practices, such as performance 
management (e.g. feedback and recognition) (Steers, 1977; Igbaria and Siegel, 1992) and reward 
management (e.g. pay and promotional opportunities) (Iverson and Buttigieg, 1999). The impact 
of these factors on commitment is explored in the next chapter under the discussion of HRM 
practices linked to commitment (Section 4.4 of Chapter 4).  
 
3.3.3 Experience at the Workplace 
According to Steers (1977: 47), “commitment is influenced by the nature and quality of an 
employee's work experiences during his or her tenure in an organisation”. Generally, employees 
who experience a positive employee-organisation relationship are more committed and loyal to 
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the employing organisation. For instance, employees with a high perception of organisational 
support, whereby the organisation values their contribution and cares about their well-being, 
express greater commitment to the organisation (Eisenberger et al., 1990). For the construction 
industry, Lingard and Lin (2004) found that supervisory support and the perception of an 
organisational diverse climate are among the important factors affecting commitment. There is 
also evidence that positive employee experiences at the workplace are shaped by their 
satisfaction with HRM practices, such as perceived organisational support through work-life 
balance policies, positive training experiences and perceived fairness in promotion and reward. 
The contribution of various HRM practices to employees‟ positive experiences at the workplace 
is explored in the next chapter under the discussion of HRM practices linked to commitment 
(Section 4.4 of Chapter 4).  
 
3.3.4 Organisational Characteristics 
Apart from the three factors affecting commitment posited by Steers (1977), Arnold et al. (2005) 
add one more factor, organisational characteristics such as structure, culture and values, in their 
model of commitment (Section 3.2.4.4). However, there is limited research into the impact of 
organisational factors on organisational commitment. Benson and Brown (2007) include role 
ambiguity and co-worker and supervisor support as organisation variables and found that these 
factors contribute significantly to employees‟ commitment. These variables, however, can be 
regarded as job characteristic (for role ambiguity) and organisational characteristics (for co-
worker and supervisor support). De Clercq and Rius (2007) reveal interesting evidence showing 
the negative impact of firm size on commitment. Drawing on a survey involving 863 Mexican 
small and medium-sized manufacturing firms, they found that organisational commitment among 
individuals in smaller firms is higher than for those working in larger firms. De Clercq and Rius 
(2007) posit that the individual‟s ability to be involved and visible may be higher in smaller 
firms, and consequently feelings of commitment and actual effort may increase. These findings 
suggest that organisation characteristics may have an impact on employees‟ commitment. 
 
The next section will elaborate upon the consequences of commitment in organisations by 
providing empirical evidence to support the argument.  
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Generally, committed organisational members contribute positively to the organisation through 
positive work outcomes and better job performance, as depicted in Steers' (1977) model of 
commitment (Section 3.2.4.1). Accordingly, this section discusses the two main consequences of 
commitment: 1) the work outcomes of committed employees (Section 3.4.1); and 2) the impact 
of commitment on performance (Section 3.4.2). 
 
3.4.1 Work Outcomes 
Organisational commitment is a desired outcome of HRM strategies, given its links to positive 
attitudes and behaviours in the pursuit of change (Swailes, 2004). High commitment seems to be 
a critical success factor, particularly when intellectual contributions to organisations are needed 
and where the behaviour of individuals is inseparable from successful service delivery (for 
example, the CPS firms). According to Sheldon (1971), behaviour that is a result of commitment 
is behaviour that persists over a period of time, and that implies a rejection of other alternatives. 
High commitment from employees, therefore, is assumed to be good for organisations, 
supporting a platform of strategies for desired behavioural change in the pursuit of organisational 
goals and values. 
 
Commitment has a very strong negative effect on turnover intentions, whereby the lower the 
commitment the higher the propensity for the employee to leave the organisation (Igbaria and 
Siegel, 1992; Elangovan, 2001; Luna-Arocas and Camps, 2007). Further, turnover intention 
among professional employees is found to be the product of complex linkages among role 
stressors (role conflict and role ambiguity), task characteristics, job involvement, job satisfaction 
and organisational commitment (Igbaria and Siegel, 1992). This finding confirms the importance 
of organisational commitment as the most immediate determinant of intention to leave.  
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In terms of the relationship between commitment and voluntary turnover, a strong negative direct 
link has been found between continuance commitment and employee turnover (Sturges et al., 
2005). This finding confirms the notion that employees who perceive that there are high costs 
attached to leaving the organisation will remain with the organisation. Highly committed 
employees generally tend to be loyal and remain with the employing organisation, as stated by 
Pool and Pool (2007): “once the employees gain trust, and build a culture of commitment, they 
are motivated to remain with the organisation, because commitment is a strong force in 
enhancing motivation and job satisfaction.” Generally, committed employees are more likely to 
stay with the organisation, thereby ensuring a return on investment and low labour turnover. 
 
Other researchers investigating the effect of organisational commitment on work-related 
outcomes such as attendance have shown mixed results. For instance, Steers (1977) found that 
organisational commitment positively related to the attendance of his first sample (scientists and 
engineers), but not to his second sample group (hospital employees). Meanwhile, Cohen (2000) 
found that organisational commitment is positively related to work outcomes. From the 
perspective of small firms, De Clercq and Rius (2007) conducted a survey involving 863 
Mexican small and medium-sized businesses and found that individuals with higher emotional 
commitment were found to put more energy into the workplace.  
 
3.4.2 Commitment and Performance 
There is a general prediction that organisational commitment is beneficial to a wide range of 
organisations in terms of improving employee job performance (e.g. improved quality of work, 
completing work in time) as well as organisational performance (e.g. more sales, higher profit, 
higher return on investment). Unexpectedly, although there is some evidence of significant 
positive links between affective commitment and performance, the correlations are often small to 
moderate (Mathieu and Zajac, 1990; Mowday et al., 1979; 1982). The complexity of the 
relationship between commitment and performance has also been identified and raised by other 
researchers (Somers and Birnbaum, 1998; Suliman and Iles, 2000). Steers (1977: 55), by stating 
that a possible explanation for the absence of strong evidence of a correlation between 
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commitment and performance suggests that highly committed employees tend to perform well 
only if: “1) The organisation stresses high achievement orientations concomitantly with good 
employee relations; 2) „passive‟ commitment (often called loyalty) can be translated into „active‟ 
commitment; and 3) employees possess the requisite skills and abilities and fully understand and 
accept their particular organisational roles”. Without these factors, committed employees may 
not be able to convert their commitment into performance outcomes.  
 
A meta-analysis of 35 studies indicates that high levels of organisational commitment are 
positively, but weakly, associated with work outcomes including performance (Randall, 1990). 
The multiple regression analysis of the study revealed that the type of outcomes (of commitment) 
and the methods used explain only 19 per cent of the variance in the commitment and outcome 
relationships, with conceptualisation decisions having the largest impact. Thus, Randall (1990) 
proposes that advancement in the understanding of the relationship are not through 
methodological advances, but through better conceptualisation of the subject. Further, Swailes 
(2002) argues that the persistent research findings, which provide only a small positive 
correlation between organisational commitment and performance, may be a result of 
methodological inadequacies rather than a „true‟ finding. He doubts the extent to which classic 
measures of commitment accurately represent the „in-use‟ meaning of commitment in today‟s 
management practice.  
 
Recognising this limitation, many researchers still make efforts to further investigate the 
complex relationship between commitment and performance. A few researchers have been able 
to show a positive relationship between commitment and job performance when organisational 
commitment constructs are approached in their multifaceted form. For instance, Meyer et al. 
(1989) found that affective commitment correlates positively with job performance, while 
continuance commitment correlates negatively with job performance. Meanwhile, Becker et al. 
(1996: 465) believe that, “although, overall commitment to organisations appears to be largely 
unrelated to performance, it is possible that there is a relationship between commitment as a 
multidimensional phenomenon and performance”. Hence, they found that employees‟ overall 
commitment to supervisors is significantly and positively related to job performance. Another 
study involving hotel employees conducted by Gould-Williams (1999) provides evidence that 
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commitment produces desirable employee job performance outcomes such as the willingness to 
work additional shifts and the willingness to work in whatever capacity is required. 
 
In terms of the relationship between commitment and organisational performance, some of the 
findings reveal the existence of a positive link between the two (Brett et al., 1995; Rashid et al., 
2003). A study using conventional organisational commitment scales and different variations of 
a specially designed new commitment scale has shown evidence that employee commitment is 
significantly related to the financial success of the organisation (Benkhoff, 1997). In the UK, 
drawing on interviews with senior managers of 67 medium and large manufacturing companies, 
Patterson et al. (1997) demonstrate the relationship between organisational commitment and 
company performance. They found that organisational commitment explains the variation 
between companies in relation to change in productivity and profitability (7 per cent and 5 per 
cent of the variation respectively). This clearly indicates the importance of managing employee 
commitment to influence the business performance. 
 
From the construction management literature there is strong evidence that affective commitment 
is the main criterion for construction project success (good performance and high satisfaction) 
(Leung et al., 2004). This suggests the crucial need for construction organisations to foster 
employee commitment for the successful delivery of services to their clients. Further, in 
responding to the changes in the external context such as the competitive business environment 
and the dynamic global market, construction organisations need to make necessary changes to 
their internal environment such as the business strategies, financial decisions and HRM practices. 
All of these will require the commitment of employees to move towards the same direction for 
successful business transition. Thus, organisational commitment can be seen as an important 
outcome of the employment relationship (Pate, 2001) and is worthy of further research. In the 
next section, the empirical research into commitment in construction is reviewed, as the findings 
of the present work will add to that body of research.  
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Although many studies of organisational commitment have been undertaken, they generally 
focus on large firms in manufacturing industries. The construction industry has been neglected 
and very few published works exists that are directly concerned with small firms in the industry. 
It is suspected that this scarcity of research into organisational behaviour from the construction 
perspective is caused by the lack of knowledge about the industry on the part of social scientists 
and a lack of understanding of social science by those in the construction industry (Langford et 
al., 1995).  
 
Moreover, the studies of commitment in construction tend to adopt quantitative methods, with 
organisational commitment measured predominantly using the popular scales developed by 
Porter et al. (1974), Mowday et al. (1979) and Allen and Meyer (1990). The scales have been 
criticised for capturing only narrow aspects of commitment, resulting in inaccuracy of the 
research to measure commitment in its multifaceted form (Swailes, 2002, 2004;  Suliman and 
Iles, 2000). The lack of similarity in the meanings of commitment held by people in 
contemporary organisations and popular management definitions (Section 3.2.2) raises doubt 
about the relevance of this approach. Accordingly, this research relies on a qualitative approach, 
as explained further in Chapter 5. 
 
From the review of literature on the existing empirical studies of commitment in construction, it 
was found that no studies were done in the context of the UK construction industry, as 
summarised in Table 3.2. All the studies were conducted in non-Western countries, with the 
majority in Hong Kong (Rowlinson, 2001; Leung et al., 2004; Leung and Chan, 2007; Liu et al., 
2007; Leung et al., 2008), followed by Australia (Lingard and Lin, 2004; Wang and Armstrong, 
2004) and Thailand (Limsila and Ogunlana, 2008). The absence of empirical studies of 
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organisational commitment in the UK construction industry suggests large gaps in the body of 
knowledge in this area. It is important to note that cultural differences may influence the attitudes 
and behaviour of construction project participants (Phua and Rowlinson, 2003). In a study of 
commitment involving UK and Swedish engineers in the aerospace industry, Singh and 
Vinnicombe (2000) reveal different management styles between the two countries, resulting in 
differences in the meanings of commitment held by the Swedish and UK engineers. The 
responses indicate that Swedish engineers identify task delivery, involvement and readiness for 
challenges as part of their meaning of commitment, while UK engineers associate commitment 
with creativity and innovative behaviour. Hence, it can be expected that cultural and 
management style differences, generally between the West and East and more specifically of the 
UK, may play a strong role in determining the key issues related to commitment such as the 
meanings of commitment and factors that affect the individual‟s commitment to an organisation. 
 
Most of the aforementioned studies of commitment in construction focus on investigating factors 
that have an impact on commitment. Some authors focus on one specific factor such as 
leadership styles (Limsila and Ogunlana, 2008) and work empowerment (Liu et al., 2007). 
Others examine the impact of various factors affecting commitment (Leung and Chan, 2007; 
Lingard and Lin, 2004). The main limitations of these studies are the use of self-reporting 
measures and the relatively small sample of respondents that may limit the generalisability of the 
survey results, specifically to small CPS firms in the UK. Moreover, by focusing on the factors 
affecting commitment without investigating the nature of organisational commitment, these 
studies neglect to explain what commitment is from the perspective of the construction industry. 
Accordingly, this research seeks to close this gap.  
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Table 3.2  Studies of commitment in construction  
Studies Study background Research method  
Limsila and 
Ogunlana 
(2008) 
This study examines the influence of leadership 
styles on subordinates‟ organisational commitment 
and work performance. The findings indicate that a 
transformational leadership style (leaders who 
encourage subordinates to put in extra effort and 
inspire their subordinates to raise their capabilities) 
has a positive association with work performance 
and the organisational commitment of subordinates 
more than a transactional style (leaders who focus 
mainly on the physical and security needs of 
subordinates). 
A questionnaire survey 
involving a total of 156 
respondents (project managers, 
engineers and architects) 
working on construction 
projects in Thailand. 
 
Organisational commitment was 
measured using Porter et al.'s 
(1974) organisational 
commitment questionnaire. 
 
Liu et al. (2007) This study investigates the perception of work 
empowerment and determines whether perceived 
work empowerment is an antecedent of 
commitment. Generally, the results show that work 
empowerment is positively related to affective 
commitment rather than continuance commitment. 
The regression analysis shows that work 
empowerment is, although not a very strong, 
predictor of commitment. In addition, none of the 
demographic variables included (tenure, 
professional qualifications, gender and nationality) 
show a statistically significant relationship with 
organisational commitment. 
 
A questionnaire survey 
involving 152 quantity 
surveyors in four different types 
of medium-sized organisations 
(consultancy firm, construction 
company, government 
department and real estate 
developer) in Hong Kong. 
 
Organisational commitment was 
measured using a scale 
originating from Allen and 
Meyer (1990). 
Leung et al. 
(2008) 
This study investigates the impact of moderate 
variables on the relationship between commitment, 
job performance and job satisfaction. The results 
reveal that job acceptance, contribution, specific 
goals and teamwork are moderate variables 
influencing the relationships between affective 
commitment and job performance and between job 
performance and job satisfaction.  
 
A questionnaire survey 
involving 142 construction 
professional employees in Hong 
Kong. 
 
Organisational commitment was 
measured using a scale 
originating from Allen and 
Meyer (1990). 
Leung and Chan 
(2007) 
This paper reports the results the antecedents of 
commitment among construction professionals in 
Hong Kong. The study was conducted during the 
recession period 2002-2003. The main antecedents 
of (affective and normative) commitment for 
construction professionals were found to be project 
assignment and acceptance; specific goal 
achievement; belongingness; and membership 
maintenance of the organisation. Internalisation 
(value congruence) was found to be the antecedent 
of continuance commitment. 
 
A questionnaire survey 
involving 64 construction 
professional employees in 
private consultancy firms and 
the public sector in Hong Kong. 
 
Organisational commitment was 
measured using a revised scale 
developed based on Allen and 
Meyer (1990) and Mowday et 
al.'s (1979) commitment 
questionnaires. 
Leung et al. 
(2004) 
This study investigates the impact of goal 
commitment amongst temporary project team 
members. The results indicate that high affective 
commitment induces high performance and 
satisfaction, while continuance commitment 
generally has a positive relationship with intention 
A questionnaire survey 
involving 64 construction 
professional employees in 
private consultancy firms and 
the public sector in Hong Kong. 
 
 61 
to quit the project/company and turnover. Organisational commitment was 
measured using a revised scale 
developed based on Allen and  
Meyer (1990) and Mowday et 
al.'s (1979) commitment 
questionnaires. 
 
Lingard and Lin 
(2004) 
This study examines the relationship between 
career, family and work environment variables on 
organisational commitment among women in the 
Australian construction industry. The results show 
that there are various factors affecting commitment 
that include career choice commitment; satisfaction 
with career progression; job involvement; 
supervisory support; and the perception of the 
organisational diversity climate. In addition, no 
correlation was found between the demographic or 
family variables and organisational commitment. 
 
A questionnaire survey 
involving 109 women working 
in the Australian construction 
industry. 
 
Organisational commitment was 
measured using a 15-item scale 
developed by Mowday et al. 
(1982). 
Wang and 
Armstrong 
(2004) 
The study investigates the relationships between 
professionals‟ commitment (PC) and the 
organisational commitment (OC) of project 
management professionals in the Australian 
construction industry. The study also examines two 
demographic characteristics, more specifically 
education level or position in the organisation, 
which have an impact on PC and OC. The results 
show that project management professionals‟ PC 
and OC are positively correlated, and commitment 
to the profession is significantly higher than to 
employing organisations. In addition, it was found 
that professionals with a postgraduate education are 
more highly committed to the profession than 
others without such an education, and professionals 
at the position of project manager are more highly 
committed to the profession than others appointed 
to non-project manager positions. 
 
A questionnaire survey 
involving 323 members of the 
Australian Institute of Project 
Management. 
 
This study used a specifically 
designed 15-item scale to 
measure PC and OC. 
Rowlinson 
(2001) 
The study investigates the change process in a 
construction-based professional department of a 
large public organisation and identifies factors 
affecting the change process. In addition, it 
examines the organisational commitment of the 
professional employees in the organisation. The 
result indicates that low levels of organisational 
commitment exist in the work group, and is limited 
solely to continuance commitment. The mismatch 
between organisational structure, procedures and 
organisational culture with the employees‟ 
expectations is identified as the cause of the low 
levels of commitment. 
 
A questionnaire survey 
involving 40 professional 
employees and follow-up 
interviews with ten of the 
respondents working in a 
construction-based professional 
department of a large public 
sector organisation in Hong 
Kong. 
 
Organisational commitment was 
measured using a scale 
originating from Allen and 
Meyer (1990). 
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Earlier in this chapter, attention was drawn to the complex nature of commitment. Following 
this, the chapter reviewed various causes and consequences of commitment. Finally the chapter 
reviewed empirical research into commitment in the construction industry. The literature 
reviewed, however, does not extend its enquiry to the nature of construction professionals‟ 
commitment within small CPS firms. Thus, the following issues appear to be significant gaps in 
the literature: 
1. What do employers of small CPS firms and their construction professionals mean 
by organisational commitment? 
2. How do construction professionals working in small CPS firms express their 
commitment to the organisation? 
 
For the current study, while acknowledging the possible effects of the diverse factors affecting 
commitment, the main focus is on the impact of HRM practices on commitment within small 
CPS firms, as these are under managerial control. Moreover, job characteristics as well as 
individuals‟ experience at the workplace are mainly related to HRM practices to some extent, as 
previously explained in Section 3.3. Accordingly, the next chapter will elaborate upon HRM 
practices that influence organisational commitment. Prior to this, the discussion will begin with 
the concept of HRM, particularly from the perspective of the construction industry and small 
professional firms. 
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CHAPTER FOUR 
4 HRM for Managing Commitment 
 
4.1 Introduction 
This chapter presents the final part of the literature review; the main focus is to explore the 
theoretical foundations of human resource management (HRM) and its relationship with 
organisational commitment, as shown in Figure 4.1. First, the concept of HRM is explained and 
the interactions of various HRM functions are discussed to examine how these activities could be 
implemented to manage the employment relationship (Section 4.2). Second, the different 
approaches to strategic HRM are explained (Section 4.3). Third, the various HRM practices 
affecting commitment are discussed (Section 4.4). Fourth, the nature of HRM in small 
construction firms is explained to identify potential problems associated with the efforts of 
managing organisational commitment within small CPS firms (Section 4.5). Finally, a summary 
of the key research questions is restated following the analysis of the gap in the literature 
(Section 4.6). The chapter‟s structure diagram (Figure 4.1) is reproduced throughout the chapter 
with relevant sections highlighted to guide the reader. 
 
Conceptualising HRM 
(4.2)
HRM in Small 
Construction Firm (4.5)
Approaches to Strategic 
HRM (4.3)
Introduction (4.1)
Summary (4.6)
CHAPTER FOUR: HRM for Managing Commitment
HRM Practices Linked to 
Commitment (4.4)
 
Figure 4.1  Structure of chapter four 
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This section begins by defining HRM (Section 4.2.1). Following this, HRM models are 
presented (Section 4.2.2). Finally, the various components of HRM are explained in the context 
of construction (Section 4.2.3).  
 
4.2.1 Definition of HRM 
A review of the literature reveals that there is a lack of consensus about the definition of HRM. 
The definition used in this study is that proposed by Storey (1995: 5), who defines HRM as “a 
distinctive approach to employment management which seeks to achieve competitive advantage 
through the strategic deployment of a highly committed and capable workforce using an 
integrated array of cultural, structural and personnel techniques”. By this definition, HRM may 
be understood as “a subset of employment relationship, with employment relationship 
encompassing a broader range of activities and concerns” (Baker, 1999: 56). There is a 
considerable degree of overlap between the two, because both actually share the same 
environments in terms of the geography (global, national, regional and local), industry (type, 
markets, product and technology), size (sector structure, workforce), external contexts (politics, 
economics, social and legislation) and ethics.   
 
Proponents of HRM contend that HRM differs from personnel management in the sense that the 
former is „resource centred‟, directed at meeting management‟s human resource needs, but the 
latter is „workforce centred‟, directed at fulfilling employees‟ needs. In comparing personnel and 
HRM, Storey (1993) develops a checklist of four main issues: 1) belief and assumptions; 2) 
strategic aspects; 3) line management; and 4) key levers. These are further broken down into 27 
dimensions. Storey (1993) draws a distinction between tactical personnel management (reactive, 
short-term and focused on employees) and the strategic orientation of HRM (proactive, long-
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term and with an integrated focus). HRM is also concerned with using people as a source of 
competitive advantage. The importance of the employees‟ skill in underpinning competitive 
advantage has become widely acknowledged as contributing to organisational performance. 
 
Wright et al. (1994) define HRM practices as “the organisational activities directed at managing 
the pool of human capital and ensuring that the capital is employed towards the fulfilment of 
organisational goals”. They acknowledge the impact of these practices or systems on both the 
human capital and on employee behaviour directly in terms of higher motivation, increased 
satisfaction, less absence and increases in productivity. The strategic concept of HRM 
emphasises that the four generic HRM practices, namely 1) the selection/promotion/placement 
process; 2) the reward process; 3) the development process; and 4) the appraisal process, need to 
be strategically aligned with the organisation‟s overall strategic objectives (Tichy et al., 1984). In 
essence, strategic HRM differs from traditional HRM in its emphasis on relationships between 
people, structure, strategy and external factors (Fombrun et al., 1984). 
 
Based on the resource-based view, HRM policies and practices may be valuable because they are 
socially complex (the processes involve a long time, for example to build employees‟ 
commitment and loyalty), and thus difficult to replicate by other competitors (Barney, 1991; 
Wright et al., 1994). The results of research into HRM in small companies reveal that there is a 
connection between a firm‟s competitive advantage and its HRM practices (Ferligoj et al., 1997). 
It has also been found that the higher the level of staffing and benefits to workers, the higher the 
competitive advantage. According to Lundvall and Nielsen (2007), firms that introduce several 
HRM practices (e.g. an incentive system, functional flexibility with investments in HR) assume 
to characterise learning organisations and are more innovative than the average firm. However, 
there is evidence that the way HRM practices are implemented may be a more important 
determinant of employee attitudes than the number of practices put in place (Edgar and Geare, 
2005). Thus, it is essential to carefully design HR policies and practices to maximise their ability 
to contribute to achieving business objectives as well as to positively influence employee 
commitment. To assist this, there are several models outlining the ways that HRM should operate 
in organisations, as explained in the next section.  
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4.2.2 HRM Models 
There are many models of HRM, but the three models that are widely accepted are Michigan, 
Harvard and Warwick. This thesis reviews the Harvard and Warwick models, because both are 
relevant to the current study, as explained below. 
 
4.2.2.1 The Harvard Model 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The Harvard Model by Beer et al. (1984) emphasises the importance of considering stakeholder 
interests and situational factors in making HRM decisions that have an impact on four main 
HRM outcomes (the overall competence of the employee, employee commitment, the degree of 
goal congruence and the overall cost effectiveness of HRM practices) contributing to long-term 
consequences, as illustrated in Figure 4.2. It is worth noting that the model places employee 
commitment at its core as one of the positive outcomes of HRM. This implies that employee 
needs are taken as a goal rather than just as a means to achieve the employer objectives of 
improved productivity and higher profits (Walton, 1985). For example, the needs and 
expectations of professional employees have to be considered to ensure a positive working 
experience that will lead to organisational commitment. In this sense, the Harvard Model has 
been recognised as a „soft‟ and „open system‟ and therefore is more relevant and practical for 
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Employee influence 
Human resource inflow 
Reward systems 
Work systems 
 
 
HRM outcomes 
 
Commitment 
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Individual well-being 
Organisational 
effectiveness 
Societal well-being 
 
 
Figure 4.2  The Harvard Model (Beer et al., 1984) 
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HRM implementation, in contrast with the Michigan Model of Devanna et al. (1984), which has 
been described as a „hard‟ and „closed system‟. Hard and soft models differ fundamentally in 
which direction the business should take in transforming their approach to managing people. 
This „soft‟ model entails a range of specific policies and practices, which are people-centred on 
the premise that when employees feel that they are valued, then they will become committed and 
perform to their best ability for the success of the organisation (Storey, 1995; Sisson and Storey, 
2000). In contrast, the „hard‟ model admits any practice that advances the business strategy 
(Sisson and Storey, 2000). The Harvard Model suggests that from a practical point of view, small 
CPS firms need to take into account situational external factors that have great influence as well 
as stakeholders‟ interests through appropriate HRM policies and strategies to foster employee 
commitment. For instance, for small CPS firms operating in highly dynamic competitive markets 
coupled with a challenging economic context, employers need to be more flexible with the 
rewards and selection policies.  
 
4.2.2.2 The Warwick Model 
The Warwick Model of Hendry and Pettigrew (1990) has been acknowledged as a better 
reflection of European traditions and management styles as compared to the other two widely 
accepted models (i.e. Michigan and Harvard), which were both developed within an American 
context. The Warwick Model comprises five interrelated elements that reflect a particular 
context within which organisations operate; as illustrated in Figure 4.3. For the implementation 
of HRM in small CPS firms, this model suggests the need to recognise the complex tasks and 
skills within both the internal and external contexts of the organisation. The Harvard and 
Warwick models share common ground in that HRM practices need to be aligned with the 
strategic objectives of the organisation for it to be considered a strategic function. In relation to 
this, there are a few main areas of HRM that need to be managed by construction companies, as 
explained in the next section. 
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4.2.3 Core Components of HRM 
According to Loosemore et al. (2003), the process of managing human resources in the 
construction industry involve a continuous loop known as the „SHRM cycle‟, as depicted in 
Figure 4.4. The SHRM cycle shares common ground with the Harvard and Warwick models in 
recognising the need to incorporate both the internal context (i.e. organisational objectives and 
employees‟ expectations) and external contexts (such as the labour market, competitors and the 
economic conditions) in the design and implementation of HRM policy and practices. The three 
broad areas of HRM practices (employee resourcing, human resource development and reward 
management) that need to be managed by construction organisations are discussed below.  
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Figure 4.3  The Warwick Model (Hendry and Pettigrew, 1997) 
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Figure 4.4  The SHRM cycle (Loosemore et al., 2003) 
 
4.2.3.1 Employee Resourcing 
According to Armstrong (2006), employee resourcing involves human resource planning, 
recruitment and selection and talent management. The strategy employed for employee 
resourcing involves forecasting the demand for and supply of employees, drawing up a job 
description and person specification and recruiting and selecting new employees. This is 
commonly associated with the search for human resources with new attitudes, skills and 
experiences from within and outside the organisation.  
 
4.2.3.2 Human Resource Development 
Following Simmonds and Pedersen (2006: 123), human resource development (HRD) in 
construction is defined by Dainty and Chan (2011: 80) as “a combination of structured and 
unstructured learning and performance based activities which develop individual and 
organisational competency, capability and capacity to cope with and successfully manage 
change.” The various elements of HRD include organisation and individual learning, 
management development and training (Armstrong, 2006). HRD activities yield many direct 
benefits such as enhanced problem-solving skills, the development of a more competent and 
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efficient workforce, fewer recruiting problems in obtaining qualified employees and fewer 
problems with employee relations.  
 
4.2.3.3 Reward Management 
Reward management involves designing and implementing pay structures and other forms of 
remuneration that support the improvement of organisational performance and meet the needs 
and interest of the stakeholders (Armstrong, 2006). As previously stated in Chapter 2, reward is 
one of the important terms of any employment contract. It is argued that employees perform 
better when they feel valued and rewarded for what they do and contribute. It is also important to 
reward employees based on their level of skill, competences and performance. It is important to 
note that “the reward package is somewhat more than the payment system alone, incorporating a 
range of financial and non-financial benefits” (Marchington and Wilkinson, 2005: 347), and 
therefore may include benefits which may be valued by the employees such as health insurance, 
company car, childcare and sick pay.  
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Following the introduction to the concept of HRM, the discussion proceeds with three possible 
approaches for strategic HRM. These have been identified in the recent HRM literature as high-
performance work systems (Section 4.3.1), high-commitment management (Section 4.3.2), and 
high-involvement work systems (Section 4.3.3). 
 
4.3.1 High-Performance Work Systems 
High-performance work systems (HPWS) involve the development of innovative work systems 
that enable and motivate employees to develop, share and apply their knowledge and skills to 
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achieve high performance (Appelbaum et al., 2000; Godard, 2005). In general, there is no 
consensus upon the specific HR practices that constitute a HPWS (Boxall and Macky, 2009). In 
several studies, the set of HR practices constituting HPWS usually refers to careful and selective 
recruitment, team working, extensive training, employee involvement and participation, 
performance appraisal (linked with reward, training and promotion), a high compensation 
contingent on performance (including profit-sharing) and employment security (Pfeffer, 1998; 
Godard, 2005; Aït Razouk, 2011). 
 
Based on the analysis of data gathered from nearly 4,400 workers in 44 US manufacturing plants 
in three manufacturing industries (steel, apparel and medical electronic instruments and 
imaging), Appelbaum et al. (2000) identified several aspects of the HPWS that contribute 
positively to employee commitment. These vary between the three case studies but are: the 
opportunity to participate substantively in decision-making; the perceived fairness of pay; the 
company‟s help in dealing with work-family conflict; employment security; pay-for-
performance; opportunities for performance; and seniority. He draws the conclusion that HPWS 
can help firms to enhance their competitive advantage through securing the employees‟ 
commitment to achieving high performance.  
 
There is some evidence to support the HPWS paradigm such as earlier work by Patterson et al. 
(1997) in their study involving 67 manufacturing companies in the UK. They found that HRM 
practices including job design and acquisition and development of skills (selection, induction, 
training and appraisal) explain a significant amount of the variation in productivity and 
profitability between the companies. This result confirms that HRM practices make a difference 
to company performance and clearly indicates the importance of managing people to influence 
the business performance. From the perspective of small firms, the results of a recent 
longitudinal qualitative study involving 275 French SMEs by Aït Razouk (2011) revealed that 
companies which adopt HPWS are not only able to obtain short-term performance, but also able 
to sustain high performance on the long run. Other studies have found a relationship between 
HRM and performance, but fail to show that HRM causes higher performance (Guest et al., 
2003), and in some cases have found a negative relationship between the two (Godard, 2001). 
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Based on these results, Godard (2005: 170) cautions employers that: “there is need to recognise 
that the promise of the high-performance paradigm may be a false one”.  
 
Moreover, there are concerns with the continuing methodological problems in establishing causal 
relationships between HRM practices and organisational performance (Godard, 2005; Boxall and 
Macky, 2009; Sengputa and Whitfield, 2011). In addition, Sengputa and Whitfield (2011) argue 
that the majority of research linking HRM and performance is dominated by short-term financial 
performance and tends to ignore the bigger picture of the organisation‟s long-term future. Thus, 
they suggest that performance measure outcomes should not only be limited to senior 
management and shareholders‟ financial objectives but are also broad enough to incorporate 
different stakeholder interests including employees, customers and suppliers as well as the 
broader community.  
 
4.3.2 High-Commitment Management 
The high-commitment approach was popularised by Walton (1985), who places commitment at 
the opposite end of the spectrum to management control. In contrast with control approaches 
aiming to increase efficiency and reduce costs by relying on strict rules and procedures, high-
commitment management (HCM) emphasises the importance of enhancing employee 
commitment based on the notion that employees are valuable assets or resources to be developed 
rather than as disposable factors of production (Wood and Menezes, 1998). Wood (1996: 41) 
defines HCM as “a form of management which is aimed at eliciting a commitment so that 
behaviour is primarily self-regulated rather than controlled by sanctions and pressures external to 
the individual and relations within the organisation are based on high levels of trust”.  
 
According to Walton (1985), a comprehensive commitment strategy includes job design 
principles, performance expectations, management organisation (structure, systems and style), 
compensation policies, employment assurances, employee voice policies, and labour 
management relations. The consensus among many researchers is the need for a combination 
(„bundles‟) of HR practices in place, rather than focusing on individual practices to maximise the 
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potential benefits of HRM (Huselid, 1995; Horwitz et al., 2003). However, there has been a 
disagreement in terms of which bundles of HR practices make HCM more effective.  
 
Whitener (2001) includes staffing, training, compensation and performance appraisal practices in 
her survey involving 1,689 employees from 180 credit unions in the US. The results reveal that 
employees‟ commitment is stronger when they perceive that the organisation is committed to and 
supportive of them. Meanwhile, in the UK, Gallie et al. (2001) focus on three main aspects of the 
employment relationship that were thought to be most effective in enhancing commitment: 1) 
skill development of individual employees; 2) „longer-distance‟ forms of work control; and 3) 
employee involvement in wider decision-making. In general, the results indicate that the use of 
the three practices contribute to a higher level of employee commitment. Other evidence is the 
result of the Workplace Employee Relations Survey (WERS) 1998, which involved over 2,100 
UK establishments with 25 or more employees. This revealed a strong, positive association 
between employee commitment and HCM practices such as formal training, regular appraisals, 
formal grievance procedures and profit-related pay (Cully et al., 1999). In addition, the results of 
WERS 1998 indicate that 61 per cent of employees in workplaces where the majority of the 
practices were in place were highly committed, compared with only 47 per cent where no more 
than a few of the practices were in place. The finding confirms the importance of having a 
bundle of HR practices in place. Similarly, the third and fourth annual IPD survey of the 
employment relationship involving 1,000 people in employment in the UK revealed that the 
number of progressive HR practices in place was found to be an important contributing factor to 
a positive psychological contract that led to favourable employee attitudes and behaviours such 
as commitment (Guest and Conway, 1997, 1998). There was evidence that the greater number of 
HR practices in place (including making jobs as interesting as possible, relating pay to 
performance, internal promotion and an explicit policy of avoiding redundancy), the more 
positive was the psychological contract. Various HR practices related to commitment are described 
further in the next section.  
 
4.3.3 High-Involvement Work Systems 
High-involvement work systems (HIWS) refer to participative management that involves 
“treating employees as partners in the enterprise whose interests are respected and who have a 
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voice on matters that concern them” (Armstrong, 2006: 120). HIWS stem from Lawler (1986: 
191), who emphasises “the need for congruence among the different parts of an organisation.” 
Accordingly, the aim of HIWS is to create a strong climate of a continuing dialogue between 
managers and employees to define expectations and to share information about the organisation‟s 
mission, values and objectives (Armstrong, 2006). Pfeffer (1998) and Mendelson et al. (2011) 
include seven HR practices as HIWS: 1) employment security; 2) selective hiring; 3) extensive 
training; 4) teams and decentralised decision-making; 5) reduced status distinctions; 6) 
compensation partially contingent on performance; and 7) information sharing. 
 
In summary, the implementation of strategic HRM is carried out within the framework of the 
three approaches described above. While there is a different focus between the three approaches, 
the primary concern is to improve human resource capability. This research avoids using any 
particular term, following Godard (2005: 170): “it may make better sense for most to adopt what 
have always been considered to be good management practices, possibly with some alternative 
work practices grafted on”. Moreover, the study is interested in examining the factors affecting 
employee commitment, and therefore it reviews empirical studies that investigate the link 
between HRM and commitment regardless of which terms are being used by the respective 
researchers. 
 
4.4 HRM Practices Linked to Commitment 
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(4.2)
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Approaches to Strategic 
HRM (4.3)
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CHAPTER FOUR: HRM for Managing Commitment
HRM Practices Linked to 
Commitment (4.4)
 
 
Some researchers have investigated individual HRM practices that influence commitment. These 
include performance management (Farndale et al., 2011), profit-sharing schemes (Sweins and 
Kalmi, 2008), training and development (Benson, 2006) and flexibility policies (Eaton, 2003). 
Other researchers have investigated the impact of bundles of HRM practices on employee 
commitment (e.g. Gould-Williams, 1999; Kinnie et al., 2005; Smeenk et al., 2006; Mendelson et 
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al., 2011). From a review of the studies listed in Table 4.1, there are various HRM practices that 
are found to be important in enhancing commitment. In general, the individual HRM practices 
can be grouped into eight main areas:  
1. Employee resourcing (selective recruitment and selection);  
2. Performance management (includes career opportunities and progression); 
3. Training and development; 
4. Reward management; 
5. Employee involvement; 
6. Job design; 
7. Flexibility policies/work-life balance practices; and 
8. Employment security. 
 
For the construction industry, Lingard and Lin (2004), in their study involving 109 women in the 
Australian construction industry, found that five factors significantly correlate with 
organisational commitment: 1) career choice commitment; 2) satisfaction with career 
progression; 3) job involvement; 4) supervisory support; and 5) perception of the organisational 
diversity. Another exploratory study involving 136 quantity surveyors in Hong Kong revealed 
that when the employees‟ perception of work empowerment increases, organisational 
commitment increases accordingly (Liu et al., 2007). Another study in Hong Kong involving 64 
construction professional employees conducted by Leung and Chan (2007) revealed that other 
important factors influencing commitment include: 1) membership maintenance; 2) 
belongingness; 3) specific goal achievement; 4) project assignment and acceptance; 5) task 
difficulty; and 6) internalisation (value congruence). Leung and Chan's (2007) study provides 
some useful results because of the similar context of the study in terms of its focus on 
construction professional employees and the fact that the time period of study was during a 
challenging economic context in Hong Kong (the recession period of 2002-2003). The main 
limitations of the aforementioned studies are the use of self-reporting measures and the relatively 
small sample of respondents, which may limit the generalisability of the survey results, 
particularly to small CPS firms in the UK.  
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Table 4.1  HRM practices affecting commitment 
Studies Empirical basis to findings HRM practices affecting commitment 
Farndale et al. 
(2011) 
A cross-sectional study based on a 
questionnaire survey involving 524 
employees from four large UK organisations  
Performance management practices 
including: appraisal frequency; outcomes of 
appraisal (training opportunities, targets); 
extent of personal involvement in target 
setting; and personal choice over pay and 
benefits 
Mendelson et 
al. (2011) 
 
A questionnaire survey involving 317 
employees from five Canadian organisations 
Employment security; selective hiring; 
extensive training; contingent compensation; 
teams and decentralised decision-making; 
and information sharing 
Sweins and 
Kalmi (2008) 
A questionnaire survey involving 753 
employees from 31 companies and 64 
interviews with management of the 
personnel fund in various sectors in Finland 
Profit-sharing scheme 
Luna-Arocas 
and Camps 
(2007) 
A questionnaire survey involving 198 
employees working in various sectors 
(including 6 per cent in construction) in 
Spain 
Job enrichment and job stability  
Liu et al. 
(2007) 
 
An exploratory study using a questionnaire 
survey involving 136 quantity surveyors 
from four different types of medium-sized 
construction organisations (consultancy, 
contracting, government department and 
estate developer) in Hong Kong. 
Work empowerment 
Benson (2006) A questionnaire survey involving 667 
employees (engineers and technical 
managers) working in a large high-
technology manufacturing firm in the USA 
Training  
 
Smeenk et al. 
(2006) 
A web survey administered to 412 
employees in two faculties of a Dutch 
university 
Participation; job level; compensation; 
training and development; career mobility; 
and level of autonomy 
 
Kinnie et al. 
(2005) 
40 interviews and a questionnaire survey 
involving 766 employees of various groups 
(i.e. managers, professionals and non-
professionals) in 18 organisations in the UK 
Career opportunities; rewards and 
recognition; involvement; communication 
openness and work-life balance; and 
performance appraisal  
 
Bambacas 
(2004) 
 
 
A questionnaire survey involving 211 
managers and interviews with 19 managers 
from the Australian Institute of Management 
Performance appraisal; training and 
development 
Lingard and 
Lin (2004) 
A questionnaire survey involving 109 
women working in the Australian 
construction industry 
Career choice commitment; career 
progression; and job involvement 
 
Eaton ( 2003) A questionnaire survey involving 463 
professional and technical workers working 
in seven biopharmaceutical firms in the US 
Flexibility policies  
 
Buck and 
Watson (2002) 
A mail survey of HRM practices involving 
34 public institution of higher education and 
a web survey to measure commitment 
involving 130 employees of public 
institutions of higher education in the US 
Wages and job enrichment  
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Gallie et al. 
(2001) 
Analysis of comparative data from two 
large-scale and nationally representative 
surveys: „Employment in Britain Survey 
1992‟ and „Skills Survey 1997‟ 
Skill development; „longer-distance‟ forms 
of work control; and employee involvement 
in wider decision-making 
Appelbaum et 
al. (2000) 
 
Analysis of data from nearly 4,400 workers 
in 44 US manufacturing plants in three 
industries: steel, apparel and medical 
electronic instruments and imaging 
Employee involvement; perceived fairness of 
pay; employment security; and pay-for-
performance 
 
Gould-
Williams 
(1999) 
 
Interviews with nine managers and 107 
employees  and two focus-group interviews 
with employees in five hotels in the UK 
Selection; high wage; incentive pay; training 
and development; employee involvement; 
team-working; and internal promotion 
Morris et al. 
(1993) 
A questionnaire survey involving 98 UK 
graduates of 18 companies in the engineering 
sector 
Career opportunities; job use of individual 
abilities; and fair company policies 
 
 
Given the widespread application of popular commitment scales such as Allen and Meyer's 
(1990) and Mowday et al. (1979) across diverse samples in the majority of studies investigating 
HRM practices affecting commitment, an important question is whether the factors identified 
differ between occupational groups, such as between professionals and non-professionals. There 
is evidence that the relationships between the factors identified and commitment appear to be 
moderated by occupation, with a broad distinction between non-professional and professional 
groups. For instance, evidence was found in the findings of Kinnie et al.'s (2005) questionnaire 
survey involving 766 employees of various groups (i.e. managers, professionals and non-
professionals) in 18 organisations in the UK. The results of the survey demonstrate that a 
different set of HRM practices is linked to the commitment of each employee group. For 
example, a set of six practices comprising performance appraisal, rewards and recognition, 
involvement, communication, openness and work-life balance were found to be important in 
affecting the commitment of professionals, whereas for the non-professionals, the significant 
factors were rewards and recognition, communication, openness and work-life balance. The 
findings suggest that different employee groups have different needs, and the utility of particular 
HRM practices varies accordingly. The strong evidence that the nature of the occupational group 
(or type of workers) has an important influence on the relationships among the variables 
indicates that there are major implications of the choice of sample and, in particular, the selection 
of the respondents‟ occupational group. 
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Furthermore, Kinnie et al. (2005: 25) argue that: “it is not simply a question of designing the 
most appropriate HR policy mix. The key issue is how those policies are perceived by 
employees, how they are actually implemented and experienced as HR practices”. In other 
words, it is the quality of practices that matter and not the quantity. Thus, it is important for 
organisations to carefully design and implement the right mix of HRM practices that will 
positively influence their employees‟ commitment. The construction management literature is 
limited on this matter, particularly from the perspective of small CPS firms.  
 
Thus, there appear to significant gaps in the literature regarding the following issues: 
1. How do HRM practices within small CPS firms influence construction 
professionals‟ commitment to the organisation? 
2. What are the other factors that affect organisational commitment within 
small CPS firms? 
 
Accordingly, this study seeks to identify HRM practices that are designed to foster commitment 
by asking the views of the employers of CPS firms about their implementation and asking the 
views of the professional employees about how the practices shape their commitment. In 
addition, this study attempts to explore other factors that affect construction professionals. The 
next section reviews HRM in small firms and construction, as the findings of the present work 
will add to that body of knowledge.  
 
4.5 HRM in Small Construction Firms 
Conceptualising HRM 
(4.2)
HRM in Small 
Construction Firm (4.5)
Approaches to Strategic 
HRM (4.3)
Introduction (4.1)
Summary (4.6)
CHAPTER FOUR: HRM for Managing Commitment
HRM Practices Linked to 
Commitment (4.4)
 
 
It is important to understand the nature of HRM in small CPS firms in order to identify potential 
problems associated with the efforts of managing organisational commitment within small CPS 
firms. However, the literature on HRM in small CPS firms is scarce. Therefore, this section 
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begins with HRM in small firms (Section 4.5.1) and following this the discussion moves to HRM 
in construction (Section 4.5.2).  
 
4.5.1 HRM in Small Firms 
There is now considerable literature on HRM in the UK (e.g. Guest, 1987; 1999; 2005; Hendry 
and Pettigrew, 1990; Sisson, 1993;  Storey, 1993; 1995; Storey and Sisson, 1990; Truss et al., 
1997). The major omission is the lack of literature that focuses specifically on small firms. There 
are exceptions such as the studies conducted by Marlow and Patton (1993), Marlow (2002) and 
Goss et al. (1994). Moreover, many studies of HRM in small firms (in the UK) include firms 
with more than 50 employees and from the manufacturing sector (e.g. Bryan, 2006; Holliday, 
1995;  Marlow and Patton, 1993; Marlow, 2002;  Patel and Cardon, 2010;  Tsai et al., 2007). 
Obviously, there are differences between small and large firms, between service and 
manufacturing sectors and between construction professional firms and other professional firms, 
and that implies the existence of a distinct nature of HRM between each particular context. In 
particular, small CPS firms have unique characteristics (Section 2.2.1) and therefore their HRM 
practices are likely to differ from those found in other firms. Thus, whether the theories and 
empirical findings of the existing literature on HRM can be generalised to small CPS firms is 
debatable.  
 
HRM in small firms is often characterised as being informal, flexible, ad hoc and short-term. 
Given these conditions, small firms are more likely to portray „bleak house‟ scenarios in contrast 
with the HRM alleged to be characteristic of large firms (Sisson, 1993). However, some small 
firm owner-managers tend to “paint a „happy ship‟ rather than a „bleak house‟ scenario, but it 
may be questionable, given the lack of formal processes in place to ensure that employees are 
afforded their basic rights” (Atkinson and Curtis, 2004: 492). 
 
There has been an emerging trend which recognises the significance of informal regulation and 
an individualised approach in managing human resources in small firms. Nadin and Cassell 
(2007), in their study involving in-depth qualitative interviews with owner-managers of ten small 
firms from a variety of sectors in the UK, found that HRM practices in small firms are informal, 
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both in terms of the strategies and procedures. For instance, the majority of small firms have no 
formal procedures for employing, and therefore resourcing practices rely largely on informal 
local networks and are implemented by „word of mouth‟ (Scholarios and Lockyer, 1999; Nadin 
and Cassell, 2007). In terms of training and development, many research findings reveal that 
HRD activities in small firms are not only reactive and informal, but also short-term and are 
most often exclusively directed at providing the solution of immediate work-related problems 
rather than focusing on the long-term development of people in the organisation (e.g. Hill and 
Stewart, 2000; Nadin and Cassell, 2007).  
 
In an attempt to explain the informal nature of HRM in small firms, some scholars argue that 
small firms should be more flexible and informal to be able to cope with higher levels of 
uncertainty. Small firms are diverse organisational types and therefore “the processes used to 
involve employees in these firms need to be recognised against factors particular to each 
organisational context” (Wilkinson, 1999: 213). Similarly, Sisson and Storey (2000: 65) believe 
that small firms do not need “specific models as a set of disciplines, making it possible to 
configure or tailor an approach suitable to their circumstances.” Meanwhile, Hill and Stewart 
(2000: 115) highlight the need to recognise the unique characteristics of small firms that are “not 
readily seduced by formality and standardisation”, and HRD activities in small firms “will 
almost certainly be directed as much by internal needs as by external opinion, and it will have 
been evolved just sufficiently to provide optimum benefit for operational and commercial 
needs”. In a survey distributed to 300 HRM managers (response rate 32 per cent) in a variety of 
UK SMEs, Shepherd and Mathews (2000) found that efforts to manage commitment within the 
SMEs can be described as „soft‟, ad hoc and subjective. For instance, most popular mechanisms 
used to measure employee commitment level are subject to considerable interpretation, such as 
regular group meetings with management and staff, „management by walking around‟ and 
meeting with individual employees. These subjective methods are regarded by the employers as 
„the best methods‟ and do not need to be replaced by other forms of formal and systematic 
methods. 
 
Other researchers argue that the problem is rooted in the fact that small firms are constrained by 
a lack of resources (Maxwell et al., 2007; Holliday, 1995). Small firms have fewer physical and 
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human resources than large organisations. Consequently, they generally do not have HR 
specialists, which large companies can afford to pay (Cully et al., 1999). In this circumstance, 
human resource matters are generally managed by small firm owner-managers in a personalised 
way, and not through the medium of a formalised management structure. Matlay (1999) found 
that the locus of human resource decision-making processes in small firms is concentrated 
mainly in the hands of owner-managers (88.69 per cent). Employers of small firms tend to deal 
with human resource matters in an unplanned ad hoc fashion and to rely on informal methods of 
employment regulation, which can be understood as “the extent to which employment rules 
consisted of verbal or tacit understandings rather than written rules and procedures” (Kitching, 
1997: 209). Drawing on an ethnographic case study in three small service firms in the UK, Ram 
(1999) found evidence of employers‟ great reliance on informal mechanisms and tacit 
understanding in managing the autonomy of the professional employees. Another study 
investigating the impact of employment regulation on the employment relationship in UK SMEs 
was conducted by Atkinson and Curtis (2004). This involved a postal questionnaire survey 
completed by 69 companies and telephone interviews with a further 33 SMEs in the UK. They 
found that the majority of the companies ignore the current employment regulations and 
maintain a high degree of informality in dealing with employment matters. For instance, around 
40 per cent have no policies on either parental or domestic emergency leave. 
 
In spite of the above-mentioned studies, there is growing evidence to suggest that HRM in small 
firms can be more sophisticated than the expected typical „bleak house‟ scenario (e.g. Arnold et 
al., 2002; Maxwell et al., 2007). Drawing on a case study, Singh and Vohra (2005) found that 
even though the HR processes at their small case study organisation (14 employees) were simple, 
the systems were found to be fair and adequately met the business requirements, and the 
procedures were standardised though informal. Meanwhile, Maxwell et al. (2007), in their 
survey involving 210 SMEs and interviews with 18 owner-managers of UK SMEs in the service 
sector (including construction), found a significant greater uptake of flexible working 
arrangements among smaller firms, and this had a positive impact on the employees‟ 
commitment. Furthermore, the study found that most respondents were aware of and supportive 
of having flexible working arrangements in their firms, but were unable to offer such practice to 
their employees due to a lack of resources and to avoid bearing additional operational and 
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administrative costs. The results are supported by the large and comprehensive Workplace 
Employee Relations Survey (WERS) 2004 on UK SMEs involving 621 workplaces and 4,683 
employees located in the private sector (Forth et al., 2006). The results revealed a substantial 
increase in the availability of flexible working arrangements, paid paternity leave and special 
paid leave, and an increased managerial understanding of employees‟ responsibilities outside 
work. On the whole, these findings challenge the negative images of HRM in small firms. 
 
It is worth noting that there is a pure size effect between HR formality and firm size (Tsai et al., 
2007). The results of the analysis by Storey et al. (2010), based on data from the WERS 2004 
technical report (Chaplin et al., 2005), indicate that formality of HRM practices in small firms 
increases with firm size and workplace size. This may suggest that larger firms are better off than 
smaller firms in their management of human resources. Yet medium and large organisations in 
the UK have not yet embraced HRM with any greater enthusiasm than smaller firms. The results 
of a large survey carried out by CIPD involving 610 managers responsible for HRM and 462 
CEOs of 835 medium-sized and large companies in the UK revealed the generally low use HRM 
practices (Guest et al., 2000). The survey revealed a shocking figure of only 1 per cent of 
companies that apply more than three quarters of 18 typical HRM practices (listed in Appendix 
1) to most employees. Only 26 per cent use more than half the practices, while 20 per cent rely 
on less than a quarter of these practices. The evidence clearly demonstrates that “British 
management is (mis-) managing human resources” and therefore several key areas, such as 
planning and resourcing, performance appraisal systems and training and development, need to 
be managed more effectively (Sisson, 1993: 209).  
 
It is argued that “irrespective of whether the owner-manager has five or fifty employees, has 
fancy HRM practices or not, linking the practices to well-thought out HR strategies which are 
designed to serve the business strategy is important. Mismatch between various practices can 
lead to problems, and practices that are not appropriately suited to the business context would 
wreak havoc” (Singh and Vohra, 2005: 7). However, given the general conditions of HRM in 
small firms in the UK, interesting questions are raised about the management of employee 
commitment in such contexts. For instance, having loosely defined informal methods of 
appraising may mean that the employees‟ contribution may not be rewarded objectively and 
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employees‟ development may not being given a priority within the small firm context. In 
addition, the lack of resources of small firms may suggest that the employer has limited capacity 
to offer monetary rewards and extensive training, and in turn may be more likely to rely on other 
practices that require less financial investment such as improving communication and employee 
involvement. In view of this, there is a possibility that small firm owner-managers have no 
coherent strategy for managing human resources aimed at developing employee commitment.  
 
4.5.2 HRM in Construction  
In the construction management literature, a number of research works on HRM have been 
undertaken in the large organisation context (Druker et al., 1996; Druker and White, 1997;  
Dainty et al., 2000; Raiden, 2004; Olomolaiye, 2007). With respect to the nature of HRM in 
small construction firms, empirical proof is unfortunately scarce and studies of HRM in small 
construction firms (in the UK) include firms with more than 50 employees (e.g. Dainty et al., 
2005; Naismith, 2007). In the UK, the majority of construction organisations retain a short-term 
approach to the management of human resources, reflecting the „hard‟ models of HRM (Druker 
et al., 1996), and “the nature of HR policies which support commitment remain unclear” (Dainty 
and Chan, 2011: 89). Several issues pertaining to the current nature of HRM practices within the 
industry are summarised below. 
 
1. Greater emphasis on project and performance outcome at the expense of human needs  
A review of the construction HRM literature reveals that although the industry is a labour 
intensive sector, people management is often considered to be a secondary concern. There is 
evidence that construction organisations focus more on the project outcomes rather than 
investing in human resources. Consequently, this causes many problems such as employee 
dissatisfaction, low commitment, de-motivated workforce, high workloads, long working hours, 
stress, psychological burnout among the employees and high levels of staff turnover (Raiden, 
2004; CIOB, 2006; Dainty et al., 2007;  Sang et al., 2007). 
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2. Subjective nature of HRM practices 
For example, Dainty et al. (2000) found that performance management in large construction 
firms was highly controlled by the line management with no effective mechanisms and no 
objective measures of performance. In terms of recruitment and selection, it is usually conducted 
in a short-term manner, informally, ad hoc, unsystematically and with a lack of rigour (Lockyer 
and Scholarios, 2007; Raiden et al., 2008).  
 
3. Lack of HRD 
There is much evidence that confirms a similar pattern of informality and a short-termism 
approach in conducting training and development. Drawing on an ethnographic study involving 
in-depth interviews with 82 managers and professionals from the „top 20‟ UK construction 
organisations (in terms of turnover), Dainty et al. (2000) found that there are many shortcomings 
related to the implementation of HRD activities in the organisations, such as a lack of 
information on training course allocation given to the employees and the ineffective role of the 
HRM department in instigating training and development opportunities. Another study 
conducted by Dainty et al. (2005) provides some useful insight into the nature of HRD activities 
in UK construction SMEs. Predictably, the results of the study reveal uncoordinated training 
provision, while managers, being sceptical of the value of investing in training, perceive training 
as complex and time consuming. Clearly, there are disconnections between the rhetoric and 
reality of HRD in practice within the UK construction industry (Dainty and Chan, 2011).  
 
4. Lack of senior management support  
Apart from a lack of support from management in training and development (Dainty et al., 2000; 
2005), there is also evidence of a lack of senior management commitment in advancing other HR 
functions. In a longitudinal case study in one of the largest construction businesses in the UK, 
Cheng et al. (2007) found that the main barrier to the implementation of a new performance 
management system in the company stemmed from a lack of senior management commitment 
and support. 
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5. Less strategic roles of the HR/personnel department 
There are fewer HR specialists in large construction companies in the UK compared to other 
private sector industries, and they are unlikely to have strategic roles. With only a few directly 
represented at senior board level, their roles are more on a consultative and advisory basis rather 
that making strategic decisions (Druker and White, 1995; Olomolaiye, 2007). Moreover, Cully et 
al. (1999), in their study of employee relations across multiple industries (including construction) 
in the UK, found that small organisations are most likely to have no specialist personnel 
managers (defined as dedicated personnel who spend more than half of their time on employee 
relations issues at the workplace).  
 
6. Lack of resources 
Smaller construction organisations are almost certainly less sophisticated due to a lack of 
financial resources and human resources, resulting in great reliance on informal, on-the-job 
training rather than structured, formal off-the-job training (Dainty et al., 2005; Debrah and Ofori, 
2006). Drawing on case studies in seven small construction firms (four CPS firms and three 
contractors), Barrett and Sexton (2006) found that the innovations of the operational activities of 
small construction firms are constrained by their very scarce resources, and as a result they tend 
to resolve with „learning on the job‟, and the motivation to act is mainly for business survival and 
to achieve stability by satisfying clients rather than to grow the business. The same resources 
constraint affects other HRM practices; however, larger construction firms generally have more 
sophisticated approaches than smaller organisations (Lockyer and Scholarios, 2007; Naismith, 
2007). Nevertheless, at times of economic downturn when there is a greater impact on 
construction companies coupled with great emphasis on project outcomes, employers may make 
further reductions in their investment in HRM practices (Druker et al., 1996; Raiden and Dainty, 
2006). 
 
7. Lack of awareness with various industry initiatives and bodies 
A CIC (2004) survey involving 927 CPS firms showed the overall low level of engagement of 
firms with various industry initiatives. For example, the majority of the firms (80 per cent) had 
not considered the Investors in People (IiP) accreditation scheme, and out of those who had 
considered it, the majority (70 per cent) were not interested in pursuing IiP accreditation. The 
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same survey also reported the lack of awareness among CPS firms of other industry initiatives 
and bodies like the Construction Best Practice Programme, the CIC and its regional network and 
Movement for Innovation Demonstration Projects. Only less than 30 per cent of responding 
firms were engaged with the various industry initiatives and bodies. Meanwhile, Dainty et al. 
(2005) found that construction SMEs have limited financial resources to advance HRD activities, 
lack information about the availability of funding for training and perceive government 
sponsored training schemes as ineffective. 
 
Thus far, the empirical evidence presented above suggests the fragmented and short-term rather 
than long-term and integrated approach to people management across the construction industry. 
However, drawing on longitudinal case studies in six UK construction SMEs, Naismith (2007) 
found that all the organisations do undertake strategic HRM to varying degrees. Others have 
raised the importance of recognising the justified need for construction companies to be flexible 
in their approach to HRM. According to Raiden and Dainty (2006), construction companies 
reflect „chaordic‟ organisations, characterised by complex organisations that require high 
flexibility and continuous transformation in coping with the competitive dynamic environment. 
Similarly, Chinowsky and Songer (2011) argue that changes in the industry and in its external 
environment will require construction organisations to improve and modify procedures on a 
regular and continuing basis.  
 
Notwithstanding the foregoing people management issues in construction, it is perhaps worth 
noting that construction organisations need to manage their people with softer HRM policies, 
specifically when it comes to the professionals within CPS firms, which invest heavily in 
knowledge-based services (Pathirage et al., 2007). It is argued that commitment to organisations 
may be more difficult for professional employees, who are likely to have a prior commitment to 
their profession, which is more enduring than their commitment to the organisation (Sheldon, 
1971; Tam et al., 2002). According to Leung and Chan (2007: 122), “construction professionals 
often have their own professional values. If there is a gap between their professional values (e.g. 
aesthetic design, professional ethics, reputation and promotion) and the project values (e.g. cost 
savings, market value and client‟s profit), they may decide to leave the project or company”. 
Furthermore, Newell et al. (2009) identifies challenges associated with managing professional 
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employees who deal with knowledge work, as shown in Table 4.2. They identify three main 
characteristics of knowledge workers (including professional employees, although not all 
knowledge workers are professionals) who demand greater autonomy in delivering their work, 
their own labour market power and have high expectations of work, making it more difficult for 
the organisation to secure their commitment.  
 
Table 4.2 The challenges in managing knowledge workers (Newell et al., 2009) 
Knowledge worker 
characteristics 
Challenges for HRM policy 
Operational autonomy in work 
practices 
Gaining knowledge workers‟ commitment to the 
organisation 
Controlling knowledge worker behaviour 
Designing work and reward systems that encourage 
required knowledge processes 
 
Labour market power Recruiting and selecting employees to ensure the best 
fit for staff 
Retaining high valued employees who are in demand 
from other organisations 
 
High expectations of work Creating work satisfaction through interesting and 
challenging work 
Developing career systems that enable knowledge 
workers to gain promotion and higher level jobs 
 
In summary, HRM has been one of the most neglected areas of managerial practice within the 
construction sector. Thus, it is important to explore the nature of HRM in small CPS firms and to 
suggest some of the issues likely to challenge them in their efforts to manage organisational 
commitment of their professional employees. Research into HRM in managing commitment, 
however, very much concentrates on large non-construction firms. Thus, the following three 
issues appear to be significant gaps in the literature: 
1. What are the challenges in managing construction professionals‟ 
commitment within small CPS firms and how can the problems be 
overcome? 
2. How can a framework be developed for managing construction 
professionals‟ commitment in small CPS firms? 
3. What is the industry practitioners‟ feedback on the developed framework? 
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HRM Practices Linked to 
Commitment (4.4)
 
 
Earlier in this chapter, attention was drawn to the theory of HRM, and following this the chapter 
reviewed different approaches to strategic HRM. The discussion then moved to the impact of 
HRM on commitment. On the whole, HRM has a major role to play in managing employee 
commitment, as supported by the empirical proof. However, for small firms, the effort to 
improve HRM practices to tackle people management issues is expected to be more difficult than 
their larger counterparts, and coupled with this issue are the inherent challenges due to the nature 
of the construction industry (Section 2.2.2). A review of the literature reveals that very little is 
known about HRM in small construction firms, suggesting large knowledge gaps in the subject. 
Moreover, the literature review of the previous chapter clearly shows that the available 
knowledge about commitment in construction is also scarce (Section 3.5). The gaps identified in 
the literature, presented in this chapter (Chapter 4) as well as the two previous chapters of the 
literature review (Chapter 2 and Chapter 3), are the basis for a number of research questions of 
the current study, as summarised in Figure 4.5.The research methodology adopted to provide 
answers to these research questions is explained in the next chapter (Chapter 5). 
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Construction 
Professionals’ 
Commitment 
Managing 
Commitment 
in 
Organisations
Nature of 
Commitment
Factors 
Affecting 
Commitment
Theories on 
Commitment
Research Gap:
Q1. What are the key issues related to 
the management of organisational 
commitment within small CPS firms?
Research Gaps:
Q2. What do employers of small CPS 
firms and their construction professionals 
mean by organisational commitment?
Q3. How do construction professionals 
working in small CPS firms express their 
commitment to the organisation?
Research Gaps:
Q6. What are the challenges in 
managing construction professionals‟ 
commitment within small CPS firms and 
how can the problems be overcome?
Q7. How can a framework be developed 
for managing construction professionals‟ 
commitment in small CPS firms?
Q8. What is the industry practitioners‟ 
feedback on the developed framework?
Research Gaps:
Q4. How do HRM practices within small 
CPS firms influence construction 
professionals‟ commitment to the 
organisation?
Q5. What are the other factors that affect 
organisational commitment within small 
CPS firms?
 
Figure 4.5  Key research questions 
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CHAPTER FIVE 
5 Research Design and Methodology 
 
5.1 Introduction 
This chapter presents the research design and methodology adopted in the study. The chapter 
begins with a discussion about the research philosophy and states the philosophical (Section 5.2) 
and methodological position of the research (Section 5.3). Following this, the chapter is 
structured according to the main phases of the research, as illustrated in Figure 5.1. There are 
four main phases, namely the research design phase (Section 5.4), the main data collection phase 
(Section 5.5), the data analysis phase (Section 5.6) and the development of the framework phase 
(Section 5.7). Finally, the chapter explains the research ethics (Section 5.8). The chapter‟s 
structure diagram (Figure 5.1) is reproduced throughout the chapter with relevant sections 
highlighted to guide the reader. 
 
 
Introduction (5.1)
Summary (5.9)
CHAPTER FIVE: Research Design and Methodology
Philosophical 
Position of the 
Research (5.2)
Research 
Methodology (5.3)
Research Design 
Phase (5.4)
Main Data 
Collection Phase 
(5.5)
Data Analysis 
Phase (5.6)
Development of 
Framework Phase 
(5.7)
Research Ethics 
(5.8)
 
Figure 5.1  Structure of chapter five 
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5.2 Philosophical Position of the Research 
Introduction (5.1)
Summary (5.9)
CHAPTER FIVE: Research Design and Methodology
Philosophical 
Position of the 
Research (5.2)
Research 
Methodology (5.3)
Research Design 
Phase (5.4)
Main Data 
Collection Phase 
(5.5)
Data Analysis 
Phase (5.6)
Development of 
Framework Phase 
(5.7)
Research Ethics 
(5.8)
 
 
The term „research philosophy‟ concerns the nature and development of knowledge (Saunders et 
al., 2007: 101). According to Easterby-Smith et al. (2002), an understanding of philosophical 
issues is essential to help researchers identify, clarify and create appropriate research designs. 
Accordingly, this section discusses three main philosophical issues that appear to be significant 
for any research (Saunders et al., 2007). First, epistemology (Section 5.2.1) followed by 
ontology (Section 5.2.2) and finally axiology (Section 5.2.3).  
 
5.2.1 Epistemological Position 
Epistemology is concerned with “the question of what is (or should be) regarded as acceptable 
knowledge in a discipline” (Bryman, 2008: 13). There are two main perspectives with regard to 
this epistemological issue: 1) positivism and 2) interpretivism. The positivist perspective, on one 
hand, views acceptable knowledge as constituting only phenomena that have direct observable 
variables and can be quantifiable. In this view, the positivist perspective argues that the natural 
sciences approach needs to be adopted to gain knowledge of the social world. Thus, positivist 
studies are often designed as quantitative research that uses existing theory to develop 
hypotheses that are then tested with a large number of sample populations to confirm the 
statistical generalisation of the theory, as shown in Table 5.1. In doing this, the positivist 
perspective asserts the independence of the researcher from the variables under study (Bryman, 
2008; Saunders et al., 2007; Easterby-Smith et al., 2002). 
 
On the other hand, the interpretive perspective argues that the subject matters of the social 
sciences (e.g. people and organisations) are complex, unique and fundamentally differ from that 
of natural science. Interpretivism raises doubt about the usefulness of adopting a natural sciences 
approach to gain insight into the complex social world. It is argued that the study of the social 
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world requires a different logic of research procedure (than the natural scientists) in an attempt to 
grasp the subjective meanings of social action (Bryman, 2008). Generally, interpretive studies 
are often designed as qualitative research with the researcher being close to the studied 
phenomenon to increase the general understanding of a complex situation, as shown in Table 5.1. 
The researchers assume the important role of interpreting the social action of others in 
accordance with their own values and meanings, prior knowledge and experience on the subject 
(Saunders et al., 2007; Lee, 1999). Another important concern is related to the generalisability of 
the research. The interpretive perspective argues that empirical generalisation (to a wider 
population) is not crucial and less valuable because of the complex and unique nature of the 
subject matter. Thus, interpretive studies involve relatively small numbers of cases to enable in-
depth investigation to answer specific research questions, and generalisation is made through 
theoretical abstraction. 
 
Table 5.1  Different views between positivism and interpretivism  
 Positivism Interpretivism 
The observer Must be independent Is part of what is being observed 
Human interests Should be irrelevant Are the main drivers of science 
Explanations Must demonstrate causality Aim to increase general understanding 
of the situation 
Research 
progresses 
through… 
Hypothesis and deductions Gathering rich data from which ideas are 
induced 
Concepts Need to be operationalised so that they 
can be measured 
Should incorporate stakeholder 
perspectives 
Unit of analysis Should be reduced to simplest terms May include the complexity of „whole‟ 
situations 
Generalisation 
through… 
Statistical probability Theoretical abstraction 
Sampling 
requires… 
Large numbers selected randomly Small numbers of cases chosen for 
specific reasons 
(Easterby-Smith et al., 2002: 30) 
 
In deciding on which research philosophy is the most appropriate for this research, the researcher 
follows Saunders et al. (2007: 116), who advises “which research philosophy is „better‟ 
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[depends] on the research questions that a researcher seeks to answer”. This research adopts an 
interpretive epistemology to study a complex phenomenon, that of the organisational 
commitment of construction professionals within small CPS firms.  
 
5.2.2 Ontological Position 
Ontology is concerned with the nature of a phenomenon or reality that a researcher wishes to 
study (Mason, 2002). According to Bryman (2008: 18), the key ontological questions are 
“whether social entities can and should be considered objective entities that have a reality 
external to social actors, or whether they can and should be considered social constructions built 
up from the perceptions and actions of social actors”. There are two divergent perspectives with 
regard to this ontological issue: 1) objectivism and 2) constructivism/subjectivism. Objectivism, 
on one hand, views social phenomena as external entities and therefore beyond our reach and 
influence (Bryman, 2008). For example, an organisation is an objective entity that exists in a 
reality external and independent to the individuals who inhabit it. Constructivism, on the other 
hand, views social phenomena as being continually influenced and socially constructed by social 
actors (Saunders et al., 2007). This study adopts constructivism perspectives that the world is 
socially constructed and therefore it is important to understand the perceptions of the social 
actors. Accordingly, this research seeks to understand the subjective perceptions of people in 
organisations (i.e. both employer and employees of small CPS firms) in an attempt to make sense 
of the meanings of their actions. 
 
5.2.3 Axiological Position 
Axiology is concerned with the impact of the values of a researcher in the whole research 
process (Saunders et al., 2007). There is recognition that it is not feasible to expect that 
researchers investigating social phenomena can act in a value-free manner. According to Bryman 
(2008: 25), “values can materialise at any point during the course of research. The researcher 
may develop an affection or sympathy, which was not necessarily present at the outset of an 
investigation”. One example of the influence of values on the researcher is articulated by 
Melhuus (2002) who conducted research into children‟s physical activities, involving fieldwork 
to observe kindergarten and first grade children. Melhuus (2002: 162) acknowledges that, “What 
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goes on around me influences my choices. The choice of field of investigation is of great 
importance. The choice is not at random, but is chosen because of interest in this particular 
field”. Similarly, for this study, the choice of the topic (i.e. commitment) and subject matter (i.e. 
construction professional employees and CPS firms) is influenced by the researcher‟s values. 
The researcher has an educational background in quantity surveying and is currently working 
with a quantity surveying department at a higher academic institution in Malaysia. Clearly, the 
researcher has a deep interest in any issue related to the profession, and construction 
professionals in general.  
 
Following this discussion of research philosophy, another issue is highlighted, the 
methodological position of the research, which is influenced, to some extent, by the 
philosophical position that underpins the research. 
 
5.3 The Research Methodology 
Introduction (5.1)
Summary (5.9)
CHAPTER FIVE: Research Design and Methodology
Philosophical 
Position of the 
Research (5.2)
Research 
Methodology (5.3)
Research Design 
Phase (5.4)
Main Data 
Collection Phase 
(5.5)
Data Analysis 
Phase (5.6)
Development of 
Framework Phase 
(5.7)
Research Ethics 
(5.8)
 
 
There are two main research methodologies: 1) quantitative and 2) qualitative. Quantitative 
applies a deductive approach in which hypotheses are deduced from existing theory, and these 
are then translated into operational terms to be tested (Bryman, 2008). Qualitative, on the other 
hand, applies an inductive approach in which theory is derived from generalisation of the 
research findings (Bryman, 2008). Saunders et al. (2007: 489) suggest that, in practice, research 
is more likely to combine elements of both an inductive and deductive approach. In this case, 
qualitative research starts with an inductive approach to develop the theoretical position, and 
following this, applies deduction to test its applicability through subsequent data collection and 
analysis. The research methodology adopted in this research, which is qualitative, and the 
rationale of the choice is explained in Section 5.3.1. Following this, the method used in this 
qualitative research is discussed in Section 5.3.2.  
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5.3.1 Qualitative Methodology 
The review of the literature shows that commitment studies have tended to use quantitative 
methods, with the predominant cross-sectional research designs using the survey method. There 
is no exception for studies of commitment in construction, which tend to measure organisational 
commitment using popular organisational commitment questionnaires such as those originating 
from Allen and Meyer (1990), Mowday et al. (1979), Porter et al. (1974) (see Table 3.2 in 
Chapter 3). This has therefore led to a need for more in-depth case study research of 
commitment. This gap is only significant, of course, if there are problems with the quantitative 
nature of the existing studies, and if qualitative studies have significant benefits.  
 
There are some theoretical weaknesses and methodological problems in the existing research in 
the area of organisational commitment, associated with the great reliance on the classical 
definitions of the term „organisational commitment‟, as highlighted by Swailes (2002). 
Meanwhile, Benkhoff (1994: 162) believes that “the best commitment measure may depend on 
the circumstances and it may be that it can be selected only after detailed discussions with 
insiders”. Accordingly, more recently, a few researchers have used a combination of both 
quantitative and qualitative methods to study commitment. For instance, Cooper (2001) used the 
organisational commitment questionnaire originated by Mowday et al. (1979) to measure 
affective commitment and the interview method to explore employees‟ behavioural commitment. 
The findings of Cooper's (2001) study reveal that senior management‟s action can inhibit or 
facilitate the maintenance and growth of employee commitment within medium-sized UK-based 
organisations. Another study using a combined method was done by Lee (2002), who 
investigated employees‟ affective commitment to an organisation undergoing downsizing within 
large banks in the Korean banking industry. Lee (2002) used a questionnaire survey to examine 
the factors affecting employees‟ commitment and the interview method to obtain background 
information on the contexts of the research sites. 
 
However, it is argued that the use of a questionnaire survey to measure commitment is not 
appropriate considering the latest theoretical development of commitment. For example, it 
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appears that the classical definition of the term „organisational commitment‟ has been less 
relevant when people in contemporary organisations put more emphasis on employee behaviour 
or actions towards achieving organisational goals rather than loyalty (as previously discussed in 
Section 3.2.2 of Chapter 3). Moreover, important essences of the definitions of commitment held 
by people in organisations are lost when commitment is measured using the classical 
organisational commitment questionnaire. Randall (1990) posits that it is impossible to find any 
single measure to explain the complexity of organisational commitment. This could explain the 
generally weak linkage between organisational commitment and work outcomes found by many 
researchers who use the classical definition and adopt popular organisational commitment scales 
(as previously explained in Section 3.4.2 of Chapter 3). Hence, Randall (1990) recommends a 
qualitative approach to the study of organisational commitment.  
 
Miles and Huberman (1994) suggest that qualitative research seems most appropriate when the 
study seeks to develop new theoretical proposition or to identify specific managerial actions, but 
the details of the phenomena under study is not known. Moreover, one valid point is made by 
Hollway and Jefferson (2000: 3): “One of the good reasons for believing what people tell us, as 
researchers, is a democratic one: who are we to know any better than the participants when it is, 
after all, their lives?” In the commitment literature, there are few attempts to explore the concept 
by employing the interview method (as previously mentioned in Section 3.2.2 of Chapter 3). The 
study took the advice of Benkhoff (1994: 184): “rather than imposing a definition on people‟s 
complex emotions... it would be advisable to explore in in-depth interviews the potential 
dimensions of commitment and the conditions under which they might thrive”.  
 
In summary, therefore, there appears to be good reasons for adopting an alternative approach to 
the study of organisational commitment. Accordingly, this study adopts an interpretive and 
qualitative approach to explore organisational commitment in a different way. The focus is not 
on measuring the level of commitment (with a pre-determined/imposed meaning of 
commitment), but trying to understand the complex nature of professional employees‟ 
commitment and the factors that shape them.  
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5.3.2 Case Study Method 
Lofland and Lofland (1995) suggest that qualitative researchers need to bring together the richest 
possible data, which could be achieved by intimate familiarity with the setting through face-to-
face interaction with the subject matter. Thus, this study adopts a case study research design that 
is context-specific to examine the complex phenomenon of commitment within unique small 
CPS firms. The main reason for a case study research design is to enable „fluid, rich, complex, in 
depth, naturalistic, holistic‟ qualitative data to be gathered (Richards, 2009: 36). On top of that, 
another three main considerations for adopting the case study method for this research were 
drawn from Yin (2009). 
 
First, the types of research questions focus mainly on “how” and “why” questions. As shown in 
Table 5.2, four of the research questions are “how” questions (i.e. Q3, Q4, Q6 and Q7). In 
addition, research question five (Q5), a “what” question, is actually a form of “why” inquiry - the 
outcomes to this question will explain “why construction professionals are committed to the 
organisation”.  
Table 5.2  Research questions 
Research Questions 
Q1. What are the key issues related to the management of organisational commitment 
within small CPS firms? 
Q2. What do employers of small CPS firms and their construction professionals mean by 
organisational commitment? 
Q3. How do construction professionals working in small CPS firms express their 
commitment to the organisation? 
Q4. How do HRM practices within small CPS firms influence construction professionals‟ 
commitment to the organisation? 
Q5. What are the other factors that affect organisational commitment within small CPS 
firms? 
Q6. What are the challenges in managing construction professionals‟ commitment within 
small CPS firms and how can the problems be overcome? 
Q7. How can a framework be developed for managing construction professionals‟ 
commitment in small CPS firms? 
Q8. What is the industry practitioners‟ feedback on the developed framework? 
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The second condition relates to the extent of control over behavioural events. According to Yin 
(2009), the case study method is most appropriate when the behaviours cannot be manipulated. 
For this research, it is obvious that the researcher has no control over the actual commitment 
behaviour of the construction professionals and the employer‟s actions or strategies to foster 
organisational commitment. 
 
The third condition that suits the case study method is when the research focuses on 
contemporary events. The case study method will allow the researcher to utilise various 
strategies for data collection such as observations and interviews to examine contemporary 
events. The main focus of this research, which is organisational commitment within 
contemporary organisations, fulfils this third condition.  
 
Following the discussion on the philosophical and methodological position of the research, the 
chapter will continue to discuss the overall research process, as shown in Figure 5.2. In order to 
achieve the research objectives, various research activities have been carried out in different 
phases of the research. There are four main phases: 1) research design phase; 2) main data 
collection phase; 3) data analysis phase; and 4) development of framework phase. The rest of this 
chapter will explain these main phases of the research. 
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Final Research Instrument
Case Study One
(Participation observation; semi-
structured interviews with two (2) 
directors and four (4) construction 
professional employees; and 
document analysis at a small quantity 
surveying practice)
Within-case Analysis
Case Study Two
(Participation observation; semi-
structured interviews with one (1) 
director and four (4) construction 
professional employees; and 
document analysis at a multi-
disciplinary practice)
Within-case Analysis
Cross-Case Analysis
Literature Comparison
Evaluation of the Framework
 
(Semi-structured interviews with five (5) 
employers and three (3) professional 
employees of small CPS firms)
Development of Initial 
Framework
Update 
Literature
Final Framework
Pilot Interviews
(Semi-structured interviews with two (2) 
construction professional employees and 
two (2) construction researchers)
Case Study Design
Review of the Literature
Initial Research Framework
Exploratory Study
(Semi-structured interviews with five (5) 
employers of small CPS firms)
Research Activities
Objective 1
To review existing literature and theories 
on the organisational commitment of 
construction professionals.
Objective 2
To investigate the nature of organisational 
commitment among construction 
professionals.
Objective 3
To examine the elements of the 
employment relationship that influence 
organisational commitment within small 
CPS firms.
Objective 4
To identify the challenges associated with 
effectively managing construction 
professionals’ organisational commitment.
Research Objectives 
Objective 5
To develop a framework of managerial and 
HRM interventions to enhance the 
commitment of construction professionals 
in small CPS firms.
Objective 6
To evaluate the proposed framework with 
relevant personnel.
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Figure 5.2  Dataset flow within the overall research process 
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5.4 Research Design Phase 
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The research process began with the research design, as previously shown in Figure 5.2. This 
section describes the four main activities during the research design phase of this study. The four 
main activities were: 1) review of the literature (Section 5.4.1); 2) exploratory study (Section 
5.4.2); 3) case study design (Section 5.4.3); and 4) pilot interviews of the research instrument 
(Section 5.4.4).  
 
5.4.1 Review of the Literature 
An extensive literature review was carried out in the research design phase covering wide-
ranging literature such as construction management literature, small business literature, 
employment relationship literature, HRM literature and organisational psychology literature. In 
terms of time span, the review covering a 40-year time span of literature published from 1971 to 
March, 2011. This breadth of discussion is necessary to illustrate the diverse sources that the 
thesis draws inspiration from and to provide a background for the specific areas of the research 
questions.  
 
In the UK, there is a scarcity of commitment research, with the notable exception of Guest and 
Conway (1997; 1998; 2001). This makes the nature of the UK construction industry an attractive 
research setting for studying commitment. Looking at more specific contextual factors, there is a 
scarcity of research done in small CPS firms. Moreover, a review of the literature (as presented 
in Chapters 2, 3 and 4) reveals that very little is known about HRM and commitment in small 
construction firms, suggesting large knowledge gaps in the subject. The gaps identified in the 
literature are the basis for a number of research questions in the current study, as previously 
stated in Table 5.2. 
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5.4.2 Exploratory Study 
The overall aim of the exploratory interview is to help identify some of the key strategies and 
operational challenges related to the management of commitment from the perspective of small 
CPS firms in the UK. The main objectives of the exploratory study are threefold. First, it 
explores the meaning of commitment from the employers‟ perspective. Second, it identifies the 
HRM strategy that is used to manage professional employees‟ commitment. Third, it explores 
the challenges associated with effectively managing construction professional‟s commitment. 
The interviews involve employers from two quantity surveying practices, two architectural and 
quantity surveying practices and one multi-disciplinary practice in the East Midlands and West 
Midlands, UK. All five interviewees hold senior positions such as Director and Senior HR 
Manager, and all have many years of experience within the industry. The interviews were 
conducted on company premises in private offices during work time and lasted for about one 
hour. The findings of the exploratory study are provided in Mohyin et al. (2009). The three main 
findings of the exploratory study are: 1) commitment is defined as loyalty and behaviour toward 
achieving organisational goals; 2) various strategies are adopted by small CPS firms to foster 
commitment such as performance-based compensation, close working relationship and training; 
and 3) the main challenges faced by the employers in managing commitment are to provide job 
security and career advancement. These findings provided useful perspectives on the subject 
from the perspective of the employers of small CPS firms and enabled the researcher to compare 
these responses with the existing literature. It confirms that the literature developed for this study 
was relevant and the research inquiry was significant to the area of research, thus allowing 
contributions to be made. Accordingly, the main data collection was planned according to the 
findings of the exploratory study. 
 
5.4.3 Case Study Design 
This section describes the case study design. First, the unit of analysis of the case study is 
explained (Section 5.4.3.1). Following this, how the selection of the case study organisations was 
made is described (Section 5.4.3.2). Finally, the validation standards that have been taken into 
consideration to ensure the quality of the case study design is discussed (Section 5.4.3.3). 
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5.4.3.1 Unit of analysis 
Two units of analysis were brought together in this research in an attempt to form a 
comprehensive framework of analysis. The two levels of analysis are: 1) organisation and 2) 
individual employees, as illustrated in Table 5.3. 
 
Table 5.3  Units of analysis 
Units of analysis 
Organisation  Organisational objectives 
 HR strategies and practices 
Individual employees 
 
 Individual employees‟ acceptance of 
organisational objectives 
 Individual employees‟ expectations of the 
employment relationship 
 Individual employees‟ perception of HR 
strategies and practices 
 Individual employees‟ interpretations and 
expressions of commitment 
 
At the level of the organisation, the organisational objectives, HR strategies and practices were 
analysed to provide a deeper understanding of the context in relation to the management of 
organisational commitment within small CPS firms. At the level of the individual employees, 
their acceptance of organisational objectives and expectations of the employment relationship 
were analysed to examine the influences on their organisational commitment. More specifically, 
the research is interested in analysing the individual employees‟ perception of HR strategies and 
practices and their impact on the individual‟s commitment. In addition, the individual 
employees‟ interpretations and expressions of commitment were analysed to reveal the nature of 
organisational commitment among construction professionals. 
 
5.4.3.2 Selection of case study organisations 
Well-designed qualitative research projects usually involve small samples of people to allow in-
depth data collection and analysis within their specific context (Richards, 2009; Miles and 
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Huberman, 1994). Thus, this qualitative research does not require a large number of cases. 
Following a replication strategy proposed by Yin (2009), the choice of cases is made on 
conceptual grounds, not on representative grounds. The research design involves selecting two 
case studies to allow the generalisation of the first case study findings to the second case on the 
basis of a match to the underlying theory, not to a larger universe. The main reason for the 
multiple case studies design is to add confidence to the emerging theory. In order to achieve this, 
Yin (2009) posits that each case must be carefully selected to obtain either a literal replication 
(both have similar results) or a theoretical replication (predictable contrasting results).  
 
For this study, the two case study organisations were carefully selected for literal replication. 
Both organisations have similar characteristics: they are small CPS firms (they employ fewer 
than 50 employees) and operate in the Midlands, UK. Apart from the characteristics of the 
organisation as the main criteria in selecting the cases, the other reason for choosing them was 
due to accessibility. As this research design employs the case study method, it was very difficult 
to get access to conduct the study. Smaller firms are known to have limited resources leading to 
more informal and less sophisticated HRM practices (as highlighted in Section 4.5 of Chapter 4). 
As a result, it was very difficult to get access to conduct the study because some of the 
employers have the perception that the research work could expose the weaknesses of the 
company‟s people management practices. Coupled with this issue is the challenging economic 
context (during the research period), which has caused uncertainty and instability. A few 
potential case study organisations had to decline entry to the researcher because of the difficult 
conditions such as in terms of their ability to maintain staffing levels during the recession period. 
Nevertheless, the researcher was allowed access to conduct the case study in return for a 
framework for managing commitment. Another important point to obtain entry is “the assurance 
of confidentiality”, in that the real names of the organisation, location, persons and so forth will 
not be used in any publications and will be substituted by pseudonyms (Lofland and Lofland, 
1995: 43). In addition, the researcher establishes close contact with the employers in order to 
create and maintain interest on the subject. The findings of the exploratory study were presented 
and the potential contribution of the study was highlighted to the employers.  
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In terms of the selection of the research participants, it was made on the basis of their credence in 
representing the views of people in the organisations. It is worth noting that the founders of both 
organisations were interviewed to enable a deeper understanding of the context, particularly the 
organisational objectives, strategies, history and development of the organisation over the years. 
In addition, another director of the first case study organisation and the founder of the second 
case study organisation were carefully selected because they are responsible for HR matters of 
the respective organisations. Their views were gathered on the HR strategies and practices within 
their respective organisations. In terms of the selection of individual employees, it was made on 
the basis of their similar characteristics (i.e. construction professional employees) and their 
important role within the organisations. For the first case, all four professional employees who 
are based at the main office were interviewed. For the second case, all four professional 
employees were interviewed; they come from various disciplines (three of them are heads of 
departments). All employees have been working with the respective organisations for at least 2 
years and have in average 17 years of working experience within the construction industry. This 
demonstrates rigour in the selection of cases and research participants of the study. 
 
5.4.3.3 Validation 
Yin (2009) underlines four standards that need to be applied to ensure the quality of any case 
study design: 1) construct validity; 2) internal validity; 3) external validity; and 4) reliability. 
Accordingly, the research design has taken into consideration these four standards.  
 
5.4.3.3.1 Construct Validity 
According to Yin (2009), construct validity is concerned with developing a measurement that 
actually measures what the research claims it does. Following Yin's (2009) proposed strategy for 
construct validity, the case study was designed to obtain multiple sources of evidence to achieve 
construct validity. Mason (2002) suggests that there are many potential sources of evidence such 
as people, organisation, texts (published and unpublished sources including virtual texts), 
settings and environments, objects and events. This research used multiple sources of evidence 
by utilising a combination of participation observation, semi-structured interviews (with both 
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employer and employees) and document analysis at the case study organisations. All these will 
be explained in detail under the discussion of „the main data collection phase‟ (Section 5.5).  
 
5.4.3.3.2 Internal Validity 
Internal validity refers to “how accurately the account represents participants‟ realities of the 
social phenomena” (Creswell and Miller, 2000: 124). During the data analysis phase, certain data 
need clarification and confirmation. Accordingly, follow-up telephone interviews and e-mail 
enquiries with certain research participants were made for internal validation. The length of the 
telephone interviews varied between 10 to 20 minutes depending on the amount of data needed 
for clarification and confirmation. In addition, the researcher presented the initial framework for 
managing commitment (developed based on the case study findings and supported by the 
literature) to the employers and selected employees (one employee for each case study 
organisation). After the presentation, they evaluated the framework for internal validation 
(discussed in Section 5.7.3). 
 
5.4.3.3.3 External Validity 
External validity is concerned with the generalisability of the findings beyond the immediate 
case study (Yin, 2009). Yin (2009) proposes a single strategy to achieve external validity; that is, 
the case study must be replicated in another situation. Accordingly, a multiple case studies 
design was selected for literal replication in the context of the specific research project (as 
previously explained in Section 5.4.3.2). The external validation of the study was obtained via 
cross-case analysis (as discussed in Section 5.6). In addition, the initial framework for managing 
commitment was presented to and evaluated with three employers and one employee of small 
CPS firms (other than the two case study organisations) for external validation (discussed in 
Section 5.7.3). 
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5.4.3.3.4 Reliability 
A reliability test is conducted to determine whether a case study‟s procedures can be repeated 
with the same results, with the main objective to minimise errors and biases in the study (Yin, 
2009). For this study, reliability is achieved by adopting two strategies, as proposed by Yin 
(2009), which are: 1) the use of a case study protocol; and 2) the development of a case study 
database.  
 
The purposes of the first strategy, the use of a case study protocol that had been prepared during 
the research design phase, are threefold. First, it summarises the key issues related to the 
management of commitment within small CPS firms (based on the literature review and 
exploratory study). Second, it indicates any related information that should be gathered to 
explain the issues. Finally, it identifies sources of data that might provide the required 
information. The research instrument (i.e. the interview schedule) was also included in the case 
study protocol. The case study protocol is provided in Appendix 2. The case study protocol was 
used during the main data collection. However, it is important to note that the case study protocol 
does not restrict the researcher to following the A-Z procedures without considering the specific 
context of the setting. The researcher adopts a flexible approach to allow rich and in-depth data 
to be gathered at each unique case study organisation. A flexible approach means the methods 
adopted for data collection and analysis “must be developed in and responsive to the situation to 
be researched” (Richards, 2009: 39). For instance, the number of interviews was not 
predetermined and the use of photographs during interviews was not initially planned. These 
were achieved because of the opportunity and access granted during the case study. This is 
further explained in the next section under the discussion of the „main data collection phase‟ 
(Section 5.5).  
 
The second strategy to increase reliability, a case study database, was developed in a separate 
and independent document of the case study report (Yin, 2009). The rationale for doing this is to 
ensure that the raw data (that led to the case study‟s conclusions) are available for independent 
inspection. In this research, two separate documents of each case study‟s database were created 
using qualitative data analysis software NVivo8. All data (such as interview transcriptions, 
photographs, field notes and documents) were stored and gathered in each case study‟s database 
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(NVivo8 documents). The case study report, on the other hand, was prepared in a separate 
document using computer software Microsoft Office Word.  
 
5.4.4 Pilot Interviews 
Prior to the main data collection, pilot interviews were carried out to help refine and assess the 
research instrument (i.e. the interview schedule), which was prepared for the main data 
collection. Four pilot interviews were conducted involving two construction professionals and 
two construction researchers. The interviews were conducted during working hours at the 
interviewees‟ workplace and lasted for about one hour. At the end of each interview, the 
researcher and the respondents discussed the interview schedule, which helped to uncover any 
ambiguity in the interview questions and to make improvements to the interview schedule. In 
addition, it also provides the researcher with some experience of, and greater confidence in, 
using the interview schedule. The interview material was recorded, transcribed and analysed. 
Based on the findings of the pilot interviews, the interview schedule was finalised for use in the 
main data collection phase. 
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As previously mentioned, this research adopts a multiple case study research design. Two in-
depth case studies were conducted, which include one small quantity surveying practice in the 
East Midlands, UK, and one small multi-disciplinary practice in the West Midlands, UK. The 
background of both practices and research participants is provided in Chapters 6 and 7. This 
section explains the fieldwork carried out during the main data collection phase. First, 
participation observation was carried out at the main office of the case study organisations 
(Section 5.5.1). Second, in-depth semi structured interviews were conducted involving employer 
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and employees (Section 5.5.2). Finally, document analysis was carried out at the main office of 
both organisations (Section 5.5.3). 
 
5.5.1 Participation Observation 
The participation observation technique allows the researcher “to observe behaviour rather than 
just rely on what is said” in an interview (Bryman, 2008: 465). Furthermore, Shepherd et al. 
(2000: 569) posit that “there may be some credence in utilising „soft‟ techniques to consider 
commitment... This would provide an alternative method of assessing the concept, and could be 
extended by academics in the form of ethnographic techniques (i.e. participation observation), 
which to date has not been well addressed in the literature”. This technique offers a unique „real-
life‟ analysis rather than a one-off and static „snapshot‟ view of the organisation under study 
(Holliday, 1995). 
Drawing on Gold (1958), Bryman (2008) describes the role of the participant observer, which 
can range from the „complete participant‟ as one extreme to the „complete observer‟ at the other 
extreme, as shown in Figure 5.3: 
1. The complete participant is fully involved in the social setting and his identity is not 
known to the members of the social setting. 
2. The participant-as-observer is fully involved in the social setting similar to the role of the 
complete participant, but the difference is that his identity as a researcher is known to the 
members of the social setting. 
3. The observer-as-participant acts mainly as an interviewer with some observation but very 
little participation because of the limited opportunities for total involvement due to 
certain restrictions such as legal and operational consideration.  
4. The complete observer makes observations but has no interaction with the people within 
the social setting. 
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Figure 5.3  Gold’s classification of participant observer’s roles (Bryman, 2008)  
 
In this study, the researcher assumes the role of participant-as-observer. In this role, the 
researcher was specifically interested in supplementing interviews with participation observation 
that would inform the researcher about what they actually do and encounter in a work context. 
Participation observation was carried out at the main office of the case study organisations. The 
researcher spent five days at the first case study organisation and three days at the second case 
study organisation. The main objectives of the observation are threefold. First, it unravels the 
nature of the employment relationship within such firms and secondly provides a better 
understanding of how construction professionals express their commitment. Third, it allows a 
better understanding of the organisational values and culture, work environment and working 
relationship to be gained.  
Generally, the researcher oriented the observation to the research questions, but at the same time 
maintained a fairly open mind so as to be flexible in paying attention to any events and 
behaviours that could enhance the researcher‟s understanding of the phenomena under study. For 
example, the physical working environment, the participants‟ actions, interactions among the 
participants as well as the interactions between the researcher and the participants were all 
recorded. Following Bryman's (2008: 417) advice, during the observation, the researcher wrote 
field notes to record “events and behaviours as well as the researcher‟s initial reflections on 
them”. There are two types of field notes that were generated during the observation: 1) brief 
notes and 2) full field notes.  
 
First, brief notes were written almost immediately after something interesting happened. Lofland 
and Lofland (1995: 90) refer to these brief notes as “jotted notes” that constitute “little phrases, 
quotes, key words, and the like”. Following Bryman's (2008: 417) advice, the researcher did not 
Involvement Detachment
Complete 
participant
Participant-as-
observer
Observer-as-
participant
Complete 
observer
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wander around in the office with a notebook and pencil to make these brief notes, to avoid 
making people in the organisation become self-conscious. Instead, the researcher jotted down the 
notes in a notebook at the researcher‟s workstation (a place where the researcher was stationed 
during the observation). The researcher also made sketches (manually in a notebook) of the 
office‟s layout and indicated the position of all the participants. 
 
Second, full field notes were written at the end of the day (before the researcher left the office). 
The full field notes are a “chronological log” of what happened during the observation (Lofland 
and Lofland, 1995: 93). The full field notes include details such as location, date and time of the 
event, who is involved, conversations and the researcher‟s initial reflections. In addition to 
providing a chronological log of events, the full field notes were prepared to record the 
researcher‟s impressions and feelings, which include “personal opinions of the research 
participants, emotional responses to being an observer and to the setting itself” (Lofland and 
Lofland, 1995: 94). These full field notes were prepared using computer software Microsoft 
Office Word (a sample of the full field notes is provided in Appendix 3). These full field notes 
were then analysed using qualitative data analysis software NVivo8. The decision to use NVivo8 
was made to integrate these full field notes with other types of data collected in the study. This is 
to ensure a complete set of data (for interpretation) can be managed and analysed within a single 
analytical environment.   
 
In addition, photographs were taken to capture the unique settings of the case study 
organisations. The researcher sought the permission of the employers before taking photos. 
Permission was granted to take photographs of the physical environment of the office, but not the 
photograph of the members of staff. Accordingly, photographs were taken by the researcher 
during break time or at the end of the day to avoid making people in the organisation become 
self-conscious and to avoid any interruption of their work. Some of the photographs were taken 
with the company of the construction professional employees. There are also photographs that 
were taken by the employer and supplied to the researcher. For example, the employer of the 
second case study organisation supplied one photograph that shows a few members of staff 
during a meeting. Some of the photographs were used as probes during the interviews with 
employees, as explained in the next section.  
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In brief, participation observation allows the researcher to have much closer contact with both 
units of analysis of the study (i.e. the people and organisation) to allow rich and in-depth 
qualitative data to be gathered. This close-contact informal interaction during the observation 
period also benefited the researcher in ways that were never expected. First, the researcher 
enjoyed easier access to take photographs of the setting and to make arrangements for interviews 
and document analysis. Second, the research participants were more open and transparent during 
the interviews because of the familiarity with the researcher. Finally, it deepened the researcher‟s 
understanding of the context of the study, which is essential for analysing and drawing 
conclusions from the rich and complex data. 
 
5.5.2 Semi-structured Interviews 
It is recognised that it is not feasible to gather some data through observation, such as the 
meanings of commitment held by the research participants. Thus, the only viable means is to ask 
them directly in an interview. Recognising that an effective employment relationship involves 
matching the needs of the employees with the needs of the business (Section 2.3.3 of Chapter 2), 
this research was designed with the aim of looking at both sides of the coin. In addition, this 
research brings together the employer and employees‟ perspectives in an attempt to avoid bias 
and to gain comprehensive assessment and deeper understanding of the subject. There were 
altogether 13 in-depth interviews conducted during the case studies, involving the employer and 
employees of both organisations. Out of this total, eight interviews were conducted within the 
first case study and five interviews within the second case study. The details of the background 
of the research participants are presented in Chapters 6 and 7.  
During the interview, an interview schedule that had been prepared during the design phase was 
used to guide the researcher, but the whole interview process was very flexible. In this case, 
questions asked during the interviews were not exactly as outlined in the schedule, both in terms 
of the sequence and exact wording. The researcher gave the interviewee “a great deal of leeway 
in how to reply” (Bryman, 2008: 438). In addition, the researcher picked up on things said by the 
interviewees to allow the conversation to flow naturally. Therefore, there were questions asked 
(for clarification and explanation based on the issues raised by the interviewees) that were not 
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outlined in the interview schedule. This allows rich and in-depth data to be gathered that is 
essential for a deeper understanding of the complex phenomena (i.e. organisational commitment) 
under study. But, by and large, all the questions were asked and similar wording was used to 
ensure consistency and to maintain the focus on finding answers to the research questions.  
In addition, the researcher used photographs during the interviews with the employees, referred 
to as “photo elicitation”, which has been defined as “the simple idea of inserting a photograph 
into a research interview” (Harper, 2002: 13). Photo elicitation is used as a stimulus for the 
researcher to expand on questions and, simultaneously, for the research participants to 
communicate their experience at the workplace (Clark-Ibanez, 2004). Particular attention was 
given to the different meanings given (by the employees) to the same photographs (Pink, 2007). 
By using this technique, the researcher managed to gather an insight into the impact of the 
working environment on the professional employees‟ commitment.   
Three main issues were discussed during the interviews with the employer: 1) the meaning of 
commitment and characteristics of committed employees; 2) HRM strategies taken by the 
employers to enhance employee‟s commitment; and 3) the challenges inherent in managing 
organisational commitment and the company‟s strategies to overcome the problems. These three 
issues were also discussed with the construction professionals, but from their perspective: 1) the 
meaning and expression of commitment; 2) HRM practices and other factors affecting their 
commitment; and 3) the challenges in maintaining their organisational commitment. All 
interviews were conducted during working hours at the interviewees‟ workplace and lasted 
between one and three hours. The interview material was recorded, digitised, transcribed 
verbatim and analysed using qualitative data analysis software NVivo8. 
 
5.5.3 Document Analysis 
The analysis of corporate materials involved the examination of all available and relevant printed 
company information such as company profile, mission statement, organisational structure, 
financial information, personnel information, newspaper articles and company brochures 
published for marketing purposes. A summary account of the key issues was noted and links to 
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this data were created in NVivo8.  This was done to integrate this data with other types of data 
collected in the study. 
 
In summary, all data gathered from participation observation, interviews and document analysis 
were gathered using qualitative data analysis software NVivo8 for subsequent analysis, which is 
explained in the next section. 
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This section explains the two stages of data analysis: 1) within-case analysis (Section 5.6.1), and 
2) cross-case analysis (Section 5.6.2). 
 
5.6.1 Within-Case Analysis 
The purpose of within-case analysis is to develop a deep understanding of each case for 
subsequent cross-case analysis so that the overall findings can be considered comprehensive 
(Bazeley, 2007). The extensive use of the qualitative data analysis software NVivo8 facilitated 
this process through coding and organising all data. The rich qualitative data obtained from the 
two case studies that includes interview transcriptions, full field notes from observation, 
photographs and a summary account of the key issues from document analysis were all 
integrated within the NVivo8 (Appendix 4). This is to ensure a complete set of data (for 
interpretation) can be managed and analysed within a single analytical environment. By 
integrating the multiple sources of data within the NVivo8, it also helps to ensure rigour in the 
analysis process. In addition, the rationale for using NVivo8 is to develop a case study database 
to increase reliability (Section 5.4.3.3.4). Accordingly, two separate documents of each case 
study‟s database were created using NVivo8 for independent inspection. 
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This section explains three main activities of within-case analysis, as pointed out by Miles and 
Huberman (1994): 1) data reduction; 2) data display; and 3) drawing conclusions.  
 
5.6.1.1 Data reduction 
Data reduction refers to the process of selecting, focusing and simplifying all data gathered from 
multiple sources such as the full field notes, photographs and interview transcriptions (Miles and 
Huberman, 1994). The starting point of this is „data coding‟ so that the researcher is able to learn 
from the data and to keep revisiting them until they are fully understood (Richards, 2009). Data 
are coded under conceptual headings so that they can be retrieved in order to produce cross-case 
analysis. In NVivo8, all codes were created and placed in „nodes‟. The terms „code‟ and „node‟ 
are used interchangeably in this chapter. The initial nodes were derived from the interview 
schedules. New nodes were created inductively from the data as they were analysed. The 
analysis continued until all data had been reduced sufficiently to make conclusions. The final 
nodes are shown in Appendix 5. During the process of data coding, NVivo8 „annotations‟ were 
used to record interpretations and reflections made on the data, and to record inquiries for further 
clarification and investigation. 
 
5.6.1.2 Data display 
Data display refers to the process of organising the coded data in “a visual format that presents 
information systematically” for drawing conclusion and subsequent case analysis (Miles and 
Huberman, 1994: 91). For the study, the researcher used NVivo8 „matrix coding query‟ to 
analyse the coded data (Bazeley, 2007). The matrices that were produced as a result of the 
„query‟ enabled the researcher to make comparisons and to look for associations of nodes. In 
addition, they allowed differentiation to be made between high-low volumes of data coded under 
each node. This is simply done using NVivo8 by differentiating the „matrix cell content‟ by 
words coded/coding references/row percentage and the „matrix cell shading‟ by colour coding. 
An example of the NVivo8 matrix (differentiated by coding references and colour coding) is 
shown in Appendix 6. The matrices were exported to Microsoft Excel for subsequent use. 
Conceptually clustered matrices (Miles and Huberman, 1994) were then drawn from each 
NVivo8 matrix. These summarised the quotes from interview transcriptions and texts from other 
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documents. Conceptually clustered matrices bring together items that are conceptually coherent 
(i.e. related to the same themes). They permit detailed analysis to be carried out for the purpose 
of drawing conclusions and also for subsequent cross-case analysis. An example of a 
conceptually clustered matrix is shown in Appendix 7. 
 
5.6.1.3 Drawing conclusions 
In drawing conclusions, the researcher used „noting patterns/themes‟ and „making comparisons‟ 
strategies (Miles and Huberman, 1994). First, noting patterns involved paying attention to 
recurring patterns or themes when the researcher analysed the multiple sources of data. For 
instance, the themes related to HRM practices linked to organisational commitment were 
identified and highlighted. Second, comparisons were made between the data displayed in the 
matrices. For example, comparisons were made between the employer‟s responses and 
employees‟ responses to the different questions in order to identify any similarities and 
differences. The comparison of different accounts on the same issues and the views of 
participants in different positions in the organisation were made to develop “an understanding of 
what is going on in the organisation” (Vogt, 2002: 25). Based on this within-case analysis, a 
detailed case study report for each case was prepared, as presented in Chapters 6 and 7. They are 
a detailed and „thick description‟ of professional employees‟ organisational commitment within 
the particular workplace contexts. 
 
5.6.2 Cross-Case Analysis 
The main reasons for conducting a cross-case analysis are to enhance generalisability and to 
strengthen a theory built through examination of similarities and differences across cases (Miles 
and Huberman, 1994). According to Bazeley (2007: 186), the focus of cross-case analysis is to 
compare each individual case to search for both unique insights (of each individual case) and 
common patterns (shared by the cases). Data displays (i.e. the matrices) for each individual case 
study were merged for analysis and drawing conclusions. Based on the combined matrices and 
the two within-case analysis reports, the same strategies (i.e. „noting patterns/themes‟ and 
„making comparisons‟) were used for drawing conclusions. Recurring patterns were identified 
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and examined, and following this the two cases are compared on specific significant issues to 
identify any similarities and differences. Based on this cross-case analysis, the cross-case report 
was prepared, as presented in Chapter 8. With the completion of within-case and cross-case 
analysis, the research proceeds with the final phase, as explained in the next section. 
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This section explains the final stage of the research that involves literature comparison (Section 
5.7.1), development of the framework (Section 5.7.2) and evaluation of the framework (Section 
5.7.3). 
 
5.7.1 Literature Comparison 
According to Eisenhardt (1989: 545), literature comparison is important to “enhance the internal 
validity, generalisability, and theoretical level of theory” and particularly crucial for case study 
research because “the findings often rest on a very limited number of cases”. Thus, in this phase, 
analytical discussions were made by comparing the emergent concepts and theory from the case 
studies against the existing literature. This involves identifying, examining and rationalising 
similarities and contradictions between the emergent theory and existing literature (Eisenhardt, 
1989). In this study, the results were compared with the wide-ranging existing literature, 
including construction management, small business, employment relationships, HRM and 
organisational psychology. This literature comparison analysis is presented in Chapter 8. 
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5.7.2 Development of the Framework 
This task involved developing a framework of managerial and HRM interventions to enhance the 
commitment of construction professionals in small CPS firms. The research findings, particularly 
HRM practices affecting commitment, limitations of existing HRM practices and inherent 
problems and challenges in managing commitment, provide the basis for developing the 
framework. In addition, existing literature and theories, particularly those that link HRM and 
organisational commitment, have been used to support the findings and develop the framework. 
The framework and the detailed background of its development are presented in Chapter 9. 
 
5.7.3 Evaluation of the Framework 
There are four main objectives for evaluating the initial framework for managing commitment. 
First, to confirm whether employers and employees agree with the elements that influence 
professional employees‟ commitment, as presented in the framework. Second, to assess the 
completeness of the framework in dealing with all the issues that influence employees‟ 
commitment. Third, to gather the employers‟ opinions on the practicality and feasibility of the 
recommendations put forward for each element in the framework. Finally, to identify benefits 
gained by the employers from involvement in the research, particularly participation in evaluating 
the framework. The above four main objectives were designed based on the criteria used in 
previous research that developed and validated a framework (Raiden, 2004; Baiden, 2006; 
Naismith, 2007). Based on these four objectives, an interview schedule was prepared for the 
evaluation (Appendix 8). The interview schedule was used as a guide to prompt questions on 
topics as they arose, but the order and content varied depending on the flow of the conversation. 
 
A letter explaining the intention to present and evaluate the framework was sent to potential 
respondents and a telephone call was made to make arrangements for the session. For internal 
validation, the evaluation of the framework involved the employers and one employee of each 
case study organisations (Section 5.4.3.3.2). In addition, the framework was evaluated with three 
other employers and one employee of small CPS firms for external validation (Section 5.4.3.3.3). 
Altogether there were eight interviews (five employers and three construction professional 
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employees of small CPS firms) to gain comprehensive feedback on the developed framework. 
Validating the framework within the same environment in which the data were collected was to 
preserve the context within which the framework was to be applied (Baiden, 2006).  
 
All sessions (i.e. presentation and interviews) were conducted during working hours at the 
company premises and lasted for about one and a half hours. The interview material was 
recorded, digitised, transcribed verbatim and analysed using qualitative data analysis software 
NVivo8. Based on the findings, the framework was finalised, as presented in Chapter 9. 
 
Following the discussions on the four main phases of the research, the next section will explain 
the research ethics.  
 
5.8 Research Ethics 
Introduction (5.1)
Summary (5.9)
CHAPTER FIVE: Research Design and Methodology
Philosophical 
Position of the 
Research (5.2)
Research 
Methodology (5.3)
Research Design 
Phase (5.4)
Main Data 
Collection Phase 
(5.5)
Data Analysis 
Phase (5.6)
Development of 
Framework Phase 
(5.7)
Research Ethics 
(5.8)
 
 
The nature of the data and the chosen methodology of this study required “intimate accounts of 
people‟s experiences”, and so ethical concerns were considered at every phase of the research 
process (Richards, 2009: 19).  First, during the case study design, an ethical evaluation was made 
to assess the potential negative consequences of the research or its publication for various parties 
(Lofland and Lofland, 1995). Based on the evaluation, the researcher has submitted a completed 
Ethical Clearance Checklist to Loughborough University‟s Ethical Advisory Committee before 
the case study commenced. The researcher tried to comply with the ethical guidelines 
(Loughborough University‟s Code of Practice on Investigations involving Human Participants). 
Among them are the requirements to preserve research participants‟ right to privacy, to protect 
them from possible harm, to maintain their confidentiality and to seek full, informed and 
voluntary consent of the participants.  
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Accordingly, prior to the case study, the researcher explained the objectives of the research, the 
objectives of each data collection method adopted in the case study, the intention to publish the 
findings and gained cooperation from each research participants. In addition, the researcher 
sought permission to record the interviews from each respondent. In conducting the interviews, 
the researcher sought and followed the respondents‟ preference of the location and time. For 
example, there was one interview that involved three series of meeting (1. during office hour at 
meeting room; 2. during lunch time at cafeteria; and 3. after the office hour at meeting room) in 
order to accommodate the professional‟s tight schedule. Another interview was conducted during 
break time (an hour) and extended for another hour in the professional‟s office room.  
 
During data collection phase, the researcher tried to respect the privacy of the people in the 
organisations and to avoid causing any interruptions to their works. This is to ensure that the 
employer and employees were able to work professionally like normal without become self-
conscious. For instance, during the observation, the researcher did not wander around in the 
office with a notebook and pencil to write brief notes and photographs were taken during break 
time or at the end of the day (Section 5.5.1).  
 
During data analysis phase, the researcher had an ethical obligation to give the same attention 
and treatment to the multiple data from all sources. In this stage, an ethical question raised on 
“whose „side‟ should the researcher favours?” particularly whenever there is a conflict or 
contradiction between the employer and the employees‟ statements. For instance, the employers 
talked about the company‟s HR strategy and policies, but the employees talked about their own 
experiences of the implementation which did not represent an ideal reality.  Whenever this is the 
case, the researcher would make a judgement based on all available evidences from the multiple 
sources. This was inevitable difficult situation that the researcher needs to experience in 
interpreting the rich qualitative data. Following Curran and Blackburn (2001: 25), the researcher 
is “on the side of understanding and knowledge, not of this or that group of people”.  
 
Finally, in the presentation of the findings, within the limitations of ethical practice, the real 
names of the organisation, location and persons will not be used in this thesis and in any 
publications, but will be substituted by pseudonyms. In order to contextualise quoted materials 
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presented in this thesis, an attribute of the respondents (such as position and seniority) that matter 
to the argument will be provided (Richards, 2009). In this way, anonymity does not destroy the 
context of the data. However, whenever there were statements made by the employees that may 
indicate disagreement between them or dissatisfaction with the management, the generic term 
„construction professional employee‟ is used to refer to the employees without mentioning their 
role and position in the organisation. The generic term „construction professional employee‟ will 
also be used when the employees talked about their private life or personal problems. This is 
done to ensure anonymity, to protect their confidentiality, and more importantly to avoid 
betraying their trust and to avoid causing any embarrassment or harm.  
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This chapter has presented the research design and methodology of the study. Earlier in this 
chapter, the philosophical and methodological position of the research was established. 
Following this, the detailed activities of every main phase of the research and the research ethics 
were explained. The case study protocol, research instrument, sample of data (field notes) and 
analytical processes were explained so that the research procedures can be repeated. However, it 
is important to note that the same results may not be achieved due to the subjective nature of 
qualitative research, and particularly the contextual-specifics of the case study research. In 
addition, the study also has its limitations, as explained in Chapter 10. The next chapter presents 
the findings of case study one (Chapter 6), and, following this, the findings of case study two 
(Chapter 7). 
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CHAPTER SIX 
6 Case Study One: Analysis of Results 
 
6.1 Introduction 
This chapter presents the results of the first case study conducted in this research. The chapter is 
structured according to research objectives 2-4 (Section 1.5) and consists of six sections, as 
illustrated in Figure 6.1. Firstly, the background of the first case study is presented in Section 
6.2. Secondly, the complex nature of professional employees‟ commitment is explained in 
Section 6.3. Thirdly, Section 6.4 discusses the various factors affecting commitment. This is 
followed by Section 6.5 which highlights the challenges faced by the employer in managing 
commitment as well as the problems faced by the employees in maintaining their commitment. 
The chapter concludes by summarising the key findings of the first case study in Section 6.6. The 
chapter‟s structure diagram (Figure 6.1) is reproduced throughout the chapter with relevant 
sections highlighted to guide the reader.  
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Figure 6.1  Structure of chapter six 
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This section presents the background of the first case study organisation (Section 6.2.1) as well 
as the objectives (Section 6.2.2) and structure (Section 6.2.3) of the company. In addition, the 
background of the research participants of the first case study is also presented (Section 6.2.4). 
 
6.2.1 Company’s Background 
The first case study organisation is a „Quantity Surveying Practice‟ (QSP) that was established in 
1972 as an independent firm of Chartered Surveyors. QSP started as a micro firm with only one 
employee but has grown steadily, which is evident from the growth in the number of staff 
employed, the range of services provided, the business turnover and also its client base.  
“We had several staff join from 1974 to 1975 onwards and then a partner came in 1978. 
We grew to quite a decent size in the 80s, when probably the most we had was 15 staff. 
We had an office in London at one time. There was a recession in the early 90s and we 
condensed. But from the mid 90s onwards we have been expanding.” (Senior 
Director/Founder QSP) 
 
In 1978, QSP became a partnership and later, in 2006, the practice became a limited company. 
After 36 years, in February 2007, just before the economic downturn started to hit, QSP 
expanded its business, when it purchased another quantity surveying practice and merged with it. 
This expansion was part of QSP‟s planned growth to establish a small number of offices, 
strategically positioned to provide its services throughout the UK. Since the expansion, QSP now 
has two offices and has doubled its number of staff to 19. Thus, QSP has been able to extend its 
client base to various sectors and ultimately increase its business turnover, as explained by a 
senior director: 
“£800,000 was the best for QSP. Right after we took over ABC, immediately we went 
over £1 million. The best time was two to three years before the recession.” 
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Since the expansion, the firm‟s annual turnover has been £1.2m on average. The recession, 
however, has undoubtedly provided challenges to QSP to continue its expansion. In February 
2010, QSP had to sell the branch office and it no longer forms part of the company. Since then, 
QSP has continued its business operation at the main office with the same number of staff as 
before the expansion.   
In terms of the type of work QSP does, it provides not only construction cost management 
services but also other services like project management, building surveying and construction 
design and management  (CDM) coordination. This has been made possible by the firm 
employing staff with project management and building surveying backgrounds: 
“We do more different jobs than we did in the 70s. We get involved in more different 
services like project management. If I split between the traditional QS work and project 
management work it is probably 50-50 now. In the 70s it was perhaps 90 per cent 
traditional QS work and 10 per cent other work.” (Senior Director/Founder QSP) 
 
QSP has becomes a member of a few professional bodies and trade associations such as RICS, 
the British Chamber of Commerce and the Association of Project Managers. With regards to its 
client base, QSP has worked with various industry clients in managing diverse projects that 
include commercial, civil engineering, education, healthcare, industrial, infrastructure, local 
authority, residential, office, retail, sports and leisure. In the last seven years the firm has 
developed a larger workload from public clients; this now accounts for about 60 per cent of its 
total work.  
 
6.2.2 Organisational Objectives 
Some of the organisational goals of QSP as stated in the company‟s mission statement are: to 
grow the business by not only attracting new clients but more importantly by satisfying existing 
clients; to continue business expansion by establishing a small number of offices throughout the 
UK; and to provide professional construction consultancy services. A senior director clarified the 
company‟s goal further by saying: 
“To look after the directors and staff and to make a good living for those who work for 
us. To make sure the staff get every opportunity to study and to improve themselves and 
reach the qualifications that they want to do. To be a good ambassador for the 
profession. To do everything in a professional way and to keep our reputation.” 
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In ensuring quality services, all QSP directors are fully involved with the projects they lead, 
undertaking work and managing projects. A senior director emphasised: 
“I think the secret to our longevity is providing a quality, personal service. When you 
deal with us, you get one of the directors.” (Derby Evening Telegraph 3 April 2007) 
 
In an interview, the senior director further explained the „personal quality‟ that QSP provides to 
its clients: 
“We always pride ourselves for not being too big, because sometimes when a 
professional firm is too big it tends to lose the personal quality and certain things.” 
 
In this case, the employer associates the „size‟ of the company with the company‟s capability. On 
top of that, of course, QSP relies on the expertise of its professionals to achieve the company‟s 
goals. The director describes the construction professional as „the main resource‟.  Accordingly, 
this has led to the company‟s commitment to increase the capabilities of its employees by 
encouraging and supporting their efforts to pursue professional qualifications. This was firmly 
stated by a senior director:  
“We try to make sure that the younger staff are not only going to college but are also 
learning, and we like to see them taking responsibility and expanding their experiences 
and expertise. The older people like me are going to retire in the near future and it is nice 
to see the young people are coming through and being taught how to do job properly.” 
 
A director further explained: 
“We have two quantity surveyors undertaking their external degree. We expect them to 
commit to that and we assist them by financing the training. It‟s a two-way thing: we get 
professional experienced QS and they themselves become chartered surveyors and get a 
better career.” 
These statements show the company‟s commitment towards it professional employees as well as 
its strong emphasis on upholding its professional ethos for the company to achieve its goals.  
 
6.2.3 Organisational Structure 
Between February 2007 and February 2010, there were altogether 16 professionals (all male) and 
three administrative staff (all female). During this period, the professionals (directors and 
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professional employees) were equally distributed between its two offices, but the administrative 
staff were all based at the main office (i.e. before the merger), as shown in Figure 6.2. 
Altogether, QSP has eight Chartered Quantity Surveyors who are either Fellows or Full 
Members of the RICS and five were based at the main office. It is important to note that the 
findings presented in this chapter were taken from in-depth interviews conducted with both 
employer and employees as well as from observation, a review of documentation and informal 
chats at the main office of QSP during this period.  
 
 
Figure 6.2  Organisational structure of QSP (February 2007-February 2010) 
 
 
From March 2010, QSP changed its structure after the company sold its branch office. Since 
then, there are altogether seven professionals (all male) and three administrative staff (all female) 
based at the main office (i.e. before the merger), as illustrated in Figure 6.3. The later stage of the 
research (i.e. evaluation of the framework as presented in Chapter 9) took place after the 
company shrank to its previous size. In order to preserve the similar context within which the 
framework was to be applied, the evaluation of the framework was conducted at the same office 
(i.e. the main office of QSP) where the case study was carried out. 
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Figure 6.3  Organisational structure of QSP (March 2010)  
 
6.2.4 Research Participants 
Altogether, eight in-depth interviews were conducted involving six professionals (directors and 
professional employees) who are based at the main office. Table 6.1 shows the background of 
the professionals who have been involved in this research. The senior director, who is the 
founder of QSP, has 50 years of experience working in the industry, whereas the director has 
more than 30 years of experience, as shown in Table 6.1. Both the senior director and director 
gave their views as QSP employers. It is perhaps worth noting that all four professional 
employees (who are based at the main office) have participated in the case study interviews. All 
of them have more than five years‟ experience of working within the industry and have been 
with QSP for at least two years. With this background, all opinions are very valuable in 
portraying a clear picture of the nature of the employment relationship within the company, and 
consequently provide important (and interesting) answers to the research questions. 
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Table 6.1  Research participants of case study one 
No. Position Gender Years of 
experience 
with current 
company 
Total years of 
working 
experience 
Professional 
affiliation 
 
Number of 
interviews 
1 Senior Director Male 38 50 Fellow of Royal 
Institution of 
Chartered 
Surveyors (FRICS) 
1 
2 Director Male 9 34 Member of Royal 
Institution of 
Chartered 
Surveyors (MRICS) 
2 
3 Associate Director/ 
Senior Quantity 
Surveyor 
Male 10 36 Member of Royal 
Institution of 
Chartered 
Surveyors (MRICS) 
1 
4 Senior Project 
Manager 
Male 2 13  1 
5 Quantity Surveyor Male 3  13  1 
6 Assistant Quantity 
Surveyor 
Male 6 8  2 
 
Following this brief introduction to the case study organisation and the research participants, the 
chapter continues to present the findings of the case study. 
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This section presents the findings of the nature of organisational commitment among 
construction professionals. First, it describes the meaning of commitment as viewed by both 
employer and employees (Section 6.3.1). Following this, how professional employees express 
their commitment to the organisation, in terms of attitudinal commitment (Section 6.3.2) and 
behavioural commitment (Section 6.3.3) is discussed. 
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6.3.1 Definitions of Commitment 
The findings regarding the definitions of commitment are presented in this section according to 
the views of the employer and follows with the employees‟ views. The similarities as well as the 
differences between the two are discussed at the end of the section.  
 
6.3.1.1 Employer‟s meaning of commitment 
Generally, the employer defines commitment as the employees‟ „acting in a professional 
manner‟, „following the quality assurance method‟ and „upholding and maintaining a high 
standard‟, all important to producing high quality work. A director stated:  
“Any action should „uphold‟ the professional ethos as chartered surveyors. Not just 
within the company but within the profession as a whole. Try to uphold high standards, 
maintain high standards. If they aren‟t maintaining a level of professional standards, 
they are not committed.” 
 
On top of that, the employer relates commitment to the employee‟s actions of „delivering work to 
the best ability‟, by going „extra miles‟ and putting in „extra effort‟. According to a senior 
director: 
“Commitment means that you do the job well. We try to let the staff know, the younger 
ones especially, that we expect them to do a good job and look after the client… We want 
them, if needs be, to put in the extra effort. If we get a big job and we are really 
struggling to get it out and we say, „Look, we want the three of you to come in and we‟ll 
pay you,‟ they can say, „we can go‟, but to have that commitment is to go extra miles and 
to make sure that things are done for the good of the office and for the good of them.” 
 
Apart from a strong emphasis on employee‟s actions to attain high quality work, the employers 
also associate the term „commitment‟ to „loyalty‟. According to a director: 
“Commitment is about remaining long term with the company to show that they are 
happy with us.” 
 
However, it is important to note that the employers do not associate employee‟s changing jobs as 
disloyalty if it is done for good reasons such as to gain more experience and learn new skills. 
This was well explained by a senior director: 
“We understand that the youngsters have to go out into the wide world as I did and 
everybody did to learn things. You learn things from different firms. We would always 
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like to think that anybody that has left here, that they would be happy to come back and 
we would be happy to have them back. And certainly that is what has happened to few 
people who being here, left and come back. We like to think that we got that sort of 
relationship with staff that they want to come back. Some employers say that it is disloyal 
to leave, but we don‟t think like that because younger people and people have different 
opportunities. I think it is wrong for us to stand in their way if that‟s really what they 
want to do. But if it just a question of money and remuneration and we want to keep them, 
then we would say, „Sit down, talk and we‟ll see what we can do‟.” 
 
The other director shares the view that loyalty does not mean „lifetime commitment‟: 
“I suppose people could leave, if they think they can get better money. We have to be 
mindful of that. We need to give proper remuneration for the level of seniority and ability 
to make them stay and be committed to us for the longer term.” 
 
Both statements demonstrate that the employee‟s loyalty to the organisation is expected during 
their employment by manifesting their commitment through actions such as producing high 
quality work. The implications of this finding will be discussed in Chapter 10 (Section 10.4) 
 
6.3.1.2 Employees‟ meaning of commitment 
The construction professionals relate commitment to „being professional‟ in producing high 
quality work. For example, a quantity surveyor said:  
“It‟s being committed 100 per cent to your job… To achieve that certain level of 
professionalism, you‟ll absolutely need to attain high quality of work because at the end 
of the day it is what you‟ll be judge for.” 
 
Similarly, a senior project manager mentioned:   
“Commitment is professionalism.” 
 
Commitment is also defined by construction professionals as „being obligated to perform duties‟ 
at the expense of personal needs, and therefore „working hard‟ and „putting in extra effort‟ in 
order to achieve organisational goals. For example, the professional employees said: 
“Commitment is doing everything necessary to get the job done and to get it right for 
your company and your clients at the expenses of personal opinion and other things that 
you want... Not leaving something half done and going back home feeling ok about it.” 
(Assistant quantity surveyor, QSP) 
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“[Commitment is] to do your duty ... to give service to your company whether it is just 
for the hours you work per week or for a longer time.” (Senior project manager, QSP) 
 
“Have competency to provide that service and working hard to achieve that goal.” 
(Quantity surveyor, QSP) 
 
Another meaning of commitment held by a senior project manager is „loyalty‟:  
“Commitment can be years, loyalty. To be committed is to be accountable. If you are 
looking to make a quick buck, to leave early, to move jobs constantly, get a better offer 
elsewhere, then it is not commitment.” 
 
However, an associate director clarified the meaning of commitment as loyalty by saying:  
“You can commit yourself to the job while you are still here. Whether you stay in this job 
for three years and you can commit yourself for those years or you can commit yourself 
for ten years.” 
 
This statement suggests that commitment is defined in terms of behaviours that benefit the 
organisation during the employment regardless of whether it is a short or long-term period, rather 
than „lifetime commitment‟. The implications of this finding will be discussed in Chapter 10 
(Section 10.4) 
 
6.3.1.3 Comparisons 
Overall, there is no evidence of a discrepancy in the meaning of commitment as held by the 
employer and employees, as summarised in Table 6.2. Generally, both share a similar meaning 
of commitment, mostly related to the employees‟ action such as „being professional‟, „putting in 
the extra effort‟, „delivering work‟, „working hard‟ or „going extra miles‟ and „producing high 
quality work‟. Another similar meaning of commitment held by both the employer and the 
employees is concerned with loyalty, with a strong emphasis that it is not „lifetime commitment‟. 
An interesting definition given by one of the employees was to associate the term „commitment‟ 
with an obligation to perform duties at the expense of personal needs. All these definitions 
indicate the commitment of QSP members to upholding the professional ethos. A comparison of 
QSP professionals‟ definitions of commitment with the literature definitions will be discussed in 
Chapter 8 (Section 8.3.1).  
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Table 6.2  Definitions of commitment by QSP employer and professional employees 
Essences of 
definition 
Employer‟s definitions of commitment Construction professional employees‟ 
definitions of commitment 
Professionalism “acting in a professional manner”  
“uphold the professional ethos” 
“maintaining a level of professional 
standards” 
“professionalism” 
 
“care about how your profession is being 
seen (by others)” 
 
 “to achieve that certain level of 
professionalism” 
 
Delivering 
work 
“do the job well” 
 “to do a good job” 
“to do your duty” 
 
“doing everything necessary to get the 
job done... at the expenses of personal 
opinion and other things that you want” 
 
“not leaving something half done” 
 
Quality “following the quality assurance 
method” 
 
“to attain high quality of work” 
Effort “to put in the extra effort” 
“to go extra miles” 
“100 per cent to your job, taking on 
anything you can learn” 
 
“working hard” 
 
“to give service to your company whether 
it is just for the hours you work per week 
or for longer time” 
Loyalty “remaining long term with the company 
(but not lifetime commitment)” 
“can be years, loyalty” 
 
 
6.3.2 Attitudinal Commitment 
Apart from eliciting the meaning of commitment held by the employer and employees, the nature 
of the construction professionals‟ commitment was further explored by investigating attitudinal 
commitment. The three main components of attitudinal commitment are: 1) affective; 2) 
normative; and 3) continuance (Allen and Meyer, 1990, 1996), which can be described as the 
„bases of commitment‟ since they are the ground on which organisational commitment is built 
(Swailes, 2002), as previously explained in Section 3.2.1 and Section 3.2.4.3 of Chapter 3. 
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6.3.2.1 Affective commitment 
Generally, the construction professionals have strong belief in the organisational goals such as 
the company‟s goal to satisfy existing clients and to continue business expansion (Section 6.2.2):   
“I can see where the company is going. I think they showed that when they merged with 
ABC office. They want to expand. I think that is a good idea.” (Associate director, QSP) 
 
“Commitment to client to provide level of service expected.” (Quantity surveyor, QSP) 
 
Apart from the affective attachment to the organisational goals, the affective commitment of the 
construction professionals was reflected by their emotional attachment to the organisation such 
as „feeling part of the family‟ and „feeling a sense of belonging‟. 
“Yes, I think so [feeling part of the family]. The fact that they helped me out with the car, 
I thought it was a nice gesture and it was personal. I went and told them the problem and 
they sorted the problems out.” (Associate director, QSP) 
 
“I feel a sense of belonging and I do feel I‟m being looked after by the other directors 
and the other senior staff... I do not feel boundaries and I feel I fit in.” (Assistant quantity 
surveyor, QSP) 
 
Interestingly, the attachment to QSP was further reflected when the two construction 
professionals mentioned that they “would miss the people” if they had to leave the organisation. 
Affective commitment was also evident in the employees‟ strong desire to work at QSP; for 
instance, an assistant quantity surveyor mentioned:  
“There is no reason why I couldn‟t work here say for 20 years. I can definitely work here 
for a long time. I could spend the rest of my career with QSP.” 
 
Further, affective commitment relates to the employee‟s identification with the organisation in 
which they feel proud to be recognised as QSP members of staff: 
“I feel proud to tell others that I‟m working with QSP. We offer quality service to our 
clients and I know that this company is very reputable because of its long-standing 
position within the industry.” (Quantity surveyor, QSP) 
 
 “I do feel proud when speaking to people. It‟s good to say that I‟m working with QSP. 
QSP has got a very good reputation. They know the level of service we provide.” 
(Assistant quantity surveyor, QSP) 
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The phenomenon above indicates that the company‟s reputation and „link to the community‟ 
relates to the employee‟s affective commitment to the organisation. QSP involvement in major 
local works has been mentioned several times in the local (county) newspapers. Moreover, since 
its establishment in 1972, QSP has never moved its office and therefore it has a good reputation 
because of its long-standing position within the industry in the county and it also has a strong 
base of clients in the area. All these indicate that the affective component is important ground on 
which the organisational commitment of the construction professionals is built. 
 
6.3.2.2 Normative commitment 
The feelings of loyalty and obligation to stay with the organisation are shared by many of the 
construction professionals. They believe that it is morally right to remain loyal with an 
organisation: 
“I‟m not the type of person that would hop and change jobs. I‟m looking for something 
that is long term. I have a long-term plan. Yes, it is a commitment to the company.” 
(Quantity surveyor, QSP) 
 
The feeling of loyalty was maintained by an assistant quantity surveyor who feels in debt to QSP 
for paying his tuition fees:   
“QSP has been very generous in supporting my qualifications and giving me the 
opportunity to work here in the first place. They have been supportive since I have been 
here. I won‟t consider leaving even if I get better offer based on personal considerations 
as well as job considerations.” (During the first interview) 
 
“I‟m pretty sure I would have said this last time [seven months ago], as the company has 
given me the opportunity in the first place. They gave me the first opportunity to have this 
kind of job. They trained me as well... I‟m sure that I‟m obliged to stay longer even when 
I‟m qualified as an RICS... Provided that I am still given the working opportunity, I‟m 
sure I will still be working with the company for a long time.” (During the second 
interview) 
 
Similarly, an associate director feels in debt to QSP for providing him an interest-free car loan: 
“I had a problem when my car had broken down two years ago ... to put it right would be 
more than the car was worth. At that time, we had quite big expenses at home and I just 
did not have the money for a new car. I told QSP the problem and they gave me an 
interest-free loan... This is the longest I have stayed in a job. I have never stopped in a 
job ten years. Perhaps that is evidence of loyalty and commitment.” 
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All these statements clearly indicate that the feeling of obligation to „pay back‟ the organisation 
has becomes the basis for the employee to remain loyal. 
 
6.3.2.3 Continuance commitment 
In brief, employees with continuance commitment stay with an organisation because of the 
„economic ties‟, which are consideration of the costs and benefits associated with staying or 
leaving an organisation. For instance, an associate director considers the short distance from his 
home to the office as a benefit that he would lose by quitting: 
“If there is problem at home, I can be there very quickly. It is very handy... Wherever I 
go, then it would be further away than this, which probably means that I have to wake up 
earlier and go back home later… I was thinking if I want to move, then it would be for 
more money. I think that‟s the only thing [that might trigger me to leave] at the moment... 
I‟ll try to keep it local...” 
 
Another construction professional viewed his sacrifices to achieve his personal goals as an 
investment associated with his continuance commitment: 
“I‟ll be sad to leave. I want to achieve my goal. It‟s for me here really because I can 
achieve my personal goal here, but also I give the company what I‟ve got and hopefully 
that could move the company forward and take me to a higher level in the company.” 
(Quantity surveyor, QSP) 
 
The feeling of staying with an organisation is also due to the unavailability of alternatives, 
particularly because of the economic recession, as mentioned by the professionals:  
“I can‟t think of leaving because at the moment there is nowhere to go.” (Associate 
director, QSP) 
 
“I don‟t think you can look at leaving when there is little jobs out there and I do not know 
what is happening here yet.” (Senior project manager, QSP) 
 
“It has been published in the media that the people in the industry are losing their job. I 
mean it‟s not just hundreds of people losing their job. So you don‟t want to be one of 
them – looking for work. You can tie it to being more committed to the company. I think I 
would be doing that anyway. This is my first recession work as an employee. I tend to feel 
a bit uncertain. I think it‟s perfectly natural.” (Quantity surveyor, QSP) 
 
On top of that, an associate director raised his concerns about the uncertainty of getting a better 
job elsewhere:  
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“To some extent I don‟t know whether the next jobs will be interesting.”  
 
This situation indicates that continuance commitment stems from the professionals‟ feeling that 
there is too much to lose by quitting. All these evidences of the existence of different 
components of commitment demonstrate the multidimensionality of commitment. The 
implications of these findings will be discussed in Chapter 10 (Section 10.4). In order to further 
describe the complex nature of commitment and to capture the „real meaning‟ of commitment, 
the researcher moves from seeking the definitions of commitment and investigating attitudinal 
commitment to describing actual commitment behaviour. 
 
6.3.3 Behavioural Commitment  
There was substantial agreement among all construction professionals regarding their expression 
of behavioural commitment to the organisation. These statements were compared with the 
employer‟s description of the characteristics of committed employees. The analysis identified 
four main themes: 1) sharing the same goals; 2) making efforts directed to organisational 
success; 3) supporting the efforts of others in the organisation; and 4) being proactive. Each 
theme is discussed and illustrated by extracts of the interviewees‟ statements. 
 
6.3.3.1 Sharing the same goals 
The construction professionals expressed their commitment by supporting and sharing the 
organisational goals. This is demonstrated by the consistency of their actions regarding the 
organisational goals. Among the evidence is the objective of developing professional 
capabilities, as mentioned by a senior director: 
“We think they are. We try to make sure that the younger staff are not only going to 
college but are also learning, and we like to see them taking responsibility and expanding 
their experience and expertise.” 
 
This particular objective is shared and agreed by the professional employees:  
“We talked about short, medium and long-term goals that the company sees for me and 
what I would like to be, which is to get to the director position. Apart from that, my goal 
is to get a professional qualification. That is very important for me. That will benefit me 
and also the company. More member staff with professional training, they can put in the 
company‟s profile.” (Quantity surveyor, QSP) 
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“Ultimately it is a necessary one because it works both ways. Without my RICS 
qualification I‟m less useful to the company and in terms of my professional output, and 
without QSP I can‟t get that RICS qualification. It is a two-way thing; I‟ve become more 
valuable to them and vice versa.” (Assistant quantity surveyor, QSP) 
 
The statements clearly indicate that the professionals‟ ambition to achieve professional 
qualification is congruent with the company‟s objective. At the time of the interviews, both 
construction professionals quoted above were pursuing part-time professional degree courses at 
local universities.  
Another goal that is agreed by all construction professionals is to provide quality consultancy 
services to satisfy clients.  
 “If I put the commitment in, the end job is approved by our clients, they are happy and 
they can see that the company is committed to the job.” (Associate director, QSP) 
 
 “I take a pride in my work so I‟m committed. If I let my client down, I let my company 
down and I let me down. As I have been here for a short time, if you let the client down, 
you have not made a good start and that is not commitment. I‟m committed to make a 
good name for myself and to put QSP forward in a professional manner.” (Senior project 
manager, QSP)  
 
“Offering a professional service, doing the job right and being sympathetic to the needs 
of the clients and also endeavouring to show the company in a good light -  I‟m sure that 
those are the values of the company. I‟m sharing those values as well because it is 
important to show that to clients.” (Assistant quantity surveyor, QSP) 
 
The statements show that the professionals uphold the company‟s commitment to produce high 
quality work to meet client expectations. This was approved by the employers: 
“The quality of the work that they are doing... The work outcomes are good and clients 
get on well with them and the clients have no complaints.” (Senior Director/Founder 
QSP) 
 
“We don‟t have a problem with the professionals' commitment because we are a small 
practice. They see us – they see that we uphold high standards. They know our 
expectations.” (Director during first interview) 
  
“They concentrate on their work ... I don‟t see any evidence that the staff don‟t do things 
to their best ability for their own personal point of view and for the company... They are 
committed. It is shown in the quality of the work.” (Director during second interview) 
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6.3.3.2 Making efforts for organisational success 
The second theme relates to the first one. Based on the shared goals, the construction 
professionals show their commitment to the organisation by making efforts to contribute to 
QSP‟s success. For instance, it is perhaps worth highlighting the efforts made by one employee 
who is having health issues but has maintained good attendance to express his commitment to 
the organisation: 
“I‟m probably the sickest person in here because I have had a heart attack and 
everything... I don‟t always feel well. Yet, in ten years I have not had more than 20 days‟ 
sick leave. I don‟t always feel well but I still go to work, where I suppose I could say that 
I‟m sick and not coming in today. I think that shows my commitment where I don‟t feel 
brilliant but still go to work.” 
 
The above phenomenon suggests that the professionals are willing to make sacrifices for the 
benefit of the organisation. This was confirmed by a senior director: 
“We don‟t have a big problem with absenteeism and things like that. There is no real 
problem with that.” 
 
The efforts of committed employees become more visible when they maintain their commitment 
during difficult times for the benefit of the organisation, as mentioned by a senior director: 
“They have been doing very well. They all appreciated what sort of situation everybody 
is in. They read the paper and they heard the news and they knew very well that time is 
not good now for 18 months to two years... Everybody has pulled together and done very 
well.” 
 
Similarly, a director highlighted: 
“They understand the position in this recession. They go along with this. They took it 
very well and are very committed. Their attitudes have remained the same and very 
good.” 
 
During the case study period, QSP was implementing temporary pay cuts as a cost-cutting 
measure in response to the economic challenge. To compensate the reduction in salary, the 
employees were given an option to work one less day per week. From observation and informal 
chats during the case study, it was found that the administrative staff were taking the option (of 
working four days a week) but the professionals were still working normal hours (i.e. five days a 
week), and on top of that, most of them were even working extra hours. During the interviews 
with the construction professionals, one thing that was often mentioned was their extra effort to 
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ensure that the task given to them could be completed on time and achieve a quality standard. 
This was mentioned by all of the construction professionals. 
“I want to get the job done. Sometimes it‟s better to spend a couple of hours after work 
getting that done and save me some time somewhere else… I‟m very committed. I‟m very 
dedicated. I perhaps have given more time to QSP than I should have done. In the case 
that a job‟s got to be done and if it can‟t be done during the seven hours we are in here 
then it needs to be done in other time. It is out of responsibility… Last Sunday, I came in 
to work. I have things to catch up. If I didn‟t do it on Sunday morning, things will not get 
done this week. So I came in to do that… I did an awful lot with that in mind, an awful lot 
of hours with no extra cost – weekends, evenings or whatever.” (Associate director, QSP) 
 
“I put the hours in. I‟ve always worked more than the contract hours just to make sure I 
meet the deadline and the work is done. They pay a salary and that‟s all. If I choose to 
work on Saturday morning I don‟t get rewarded for it financially, but if it‟s to make sure 
that the work is done, I probably do it.” (Quantity surveyor, QSP) 
 
“I prefer to spend time outside the normal working hours or take things home that need 
doing or coming in on weekends occasionally. That is the visible way that I can 
demonstrate commitment, that is to take things outside work that need doing so that it can 
be finished. The other way is to come in very early to get things done, but that way 
though would make me feel a bit rushed and perhaps won‟t be the best result, so I prefer 
not to do that. I prefer to put the time in before... If I come to work at weekends it is my 
choice because I wanted to do it and want to do the job properly. It‟s not that I feel 
obligated but it is totally voluntary.” (Assistant quantity surveyor, QSP) 
 
Interestingly, a senior project manager mentioned that he would feel guilty if he worked within 
normal office hours:  
“Technically you finish early on Friday. But I am here, G is here and he always finishes 
work after 6 o‟clock everyday and quarter to six on Friday because it is the style of our 
mentality. If you got here at 9 o‟clock and go back at half past five every day, personally 
you will feel guilty because no one else does it. P travels from Sheffield and to beat the 
traffic he always comes early and goes back late. If I came in late and left home early, I 
would feel that I‟m not working hard enough… I have already put in ten hours extra a 
week.”  
 
All these statements indicate that the professionals take their attendance and extra time spent at 
the office as an important determinant to express their organisational commitment. This has been 
observed and approved by the employers: 
“We would expect that good committed staff would not be worrying about having to stay 
late on particular nights or do some work at the weekends. If it is a regular situation we 
will pay them for extra time.” (Senior Director/Founder QSP) 
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“Without being asked, most will work extra hours if they have to finish something and if 
there is deadlines. They take their own responsibility to meet those dates. If they have a 
particular problem, they might come and speak to one of us to see how we get around it 
and to get further assistance. We do notice that from time to time quite regularly that one 
or more might still be here at 6 o‟clock because they want to finish something for the next 
day. They do extra hours without being pushed. That‟s come out of personal pride, 
finishing the job, completing the task and commitment to the company.” (Director, QSP) 
 
The above statement suggests that working hard by exerting extra effort is a kind of committed 
behaviour that is the norm at QSP and is expected by the employer from the construction 
professionals.  
 
6.3.3.3 Supporting the efforts of others in the organisation 
Commitment is also expressed by supporting others in the firm, as mentioned by some 
construction professionals:  
“You know that some people are struggling to get something done. I always make some 
time to give them a helping hand... Some members of the staff want advice or some 
checking. My experience prior to joining QSP is really at site level. The actual aspect of 
building something helps a big deal from that practical point. I can help in that sense.” 
(Quantity surveyor, QSP) 
 
“Yesterday somebody in the Sheffield office called regarding something that I had 
reasonable experience of recently and I put everything else aside that I was doing to get 
the information that he needed. I sent him an e-mail at least in summarised points based 
on my understanding of his particular problem. I devoted my time to deal with it properly 
– gave him as much information that I felt he needed and also offered him any other help 
and he did call this morning. It‟s to keep the team together. We are in the same team so 
we should help each other.” (Assistant quantity surveyor, QSP) 
 
By considering „team spirit‟ in delivering high quality work, the employees are willing to 
support the efforts of others in the firm; this demonstrates their commitment to the organisation.  
 
6.3.3.4 Being proactive 
Furthermore, commitment is shown by proactive behaviours such as actively seeking new 
contacts to bringing in work for QSP and put forward an idea to upgrade the company 
homepage, as claimed by a senior project manager: 
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“I seek actively new clients when actually it is not my role to do that. I attend networking 
events on my own. I do a lot... It took me two months working here to say this is a „no‟. It 
desperately needs a change. And I pushed it forward with the help of P. It‟s more to make 
it more presentable, up to date, modern and interactive. I think it is good now. It‟s more 
external for people to look at. We can update it; L does that and we all pass on the 
information and get it ready but it is controlled and managed externally via the web 
provider. We should be up to date. That is the motivation for me to be here – pushing the 
company forward as well.” 
 
This situation illustrates that the employee‟s commitment is expressed in his proactive 
behaviour. This action is approved and encouraged by the employer, as mentioned by a senior 
director: 
“We encourage employees to think about how they can find work. Teach them how to join 
organisations and meet people who perhaps provide building works. If they can really get 
into that situation, it is a plus for both them and the practice. We have two or three of the 
employees who are very good. They will talk to clients and see whether there is any other 
thing that we can do. We say that if you bring in work, we make sure that you‟ll get a 
bonus.” 
 
A senior director clarified the proactive behaviours of committed employees further by saying: 
“You will just know that with committed employees you would have intelligent questions 
from them. You would expect them to be taking more responsibility to ask you… and also 
proactive in the way they approach their work. Quantity surveyors often work in a team 
with architects and engineers and sometimes younger staff can sit back and not be very 
proactive in a nice way to chase the other members in the team to get the information 
that he wants. We get that sometimes. But good committed staff will do that [ask for 
information] of their own accord without having us to tell them.” 
 
The statement describes the committed employee as someone who is proactive in seeking 
knowledge by questioning others in the organisation as well as other members of the project 
team who work with other CPS firms.  
 
In summary, QSP professionals‟ commitment is characterised by diverse definitions and various 
attitudinal and behavioural expressions. The comparisons of these findings with existing 
literature will be discussed in Chapter 8. There are certainly diverse factors that influence the 
complex nature of commitment. These factors are elaborated in further detail in the next section. 
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6.4 Factors Affecting Commitment 
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This section presents the findings regarding the factors affecting the organisational commitment 
of QSP construction professionals. First, it discusses the views of the QSP employer on the HR 
practices that are designed and implemented by the company to foster organisational 
commitment (Section 6.4.1). Following this, it highlights the views of professional employees 
about their experience of the HR practices and whether they recognise the strategies as important 
to their commitment (Section 6.4.2). On top of that, any other factors that have shaped the 
commitment of the construction professionals are also explained. Finally, it makes a comparison 
between the views of the employer and employees to identify any discrepancies as well as 
similarities (Section 6.4.3).  
 
6.4.1 Employer’s Strategies to Influence Commitment 
There are many strategies adopted by QSP employers to develop and maintain the commitment 
of their construction professional employees. The analysis of these various strategies has 
identified five main areas:  
1. Job design; 
2. Performance and career management;  
3. Training and development;  
4. Reward management; and 
5. Employee involvement. 
 
Each strategy is discussed and illustrated by extracts from the employer‟s statements in this 
section. 
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6.4.1.1 Job design 
The importance of the „work itself‟ in the development and maintenance of commitment is 
acknowledged by the employer; as a senior director said: 
“I think if you got people doing that and enjoying what they are doing, that is the best 
thing that you can do.” 
 
In an attempt to ensure that the construction professionals are contented with the work, the 
employer believes that task autonomy is one of the most important job characteristics. According 
to a senior director: 
“Certainly autonomy influences commitment. The most important is giving the right level 
of flexibility and autonomy that can enhance commitment.” 
 
The statement indicates that the employer acknowledges the importance of task autonomy in 
enhancing professional commitment. Thus, at QSP, all construction professionals are given 
freedom, to a certain extent, to adopt their own approach, for example in terms of documentation 
of the information related to ongoing projects that they are managing. This was mentioned by a 
director: 
“We do have some systems but I think probably compared to other larger practices we 
are not that strict and formal. And there is a degree of autonomy that individual 
surveyors can arrange things that they find easy to access.” 
 
Further, another important aspect of the job is concerned with the working environment in which 
the work is performed. In particular, the employer recognises the importance of a good working 
relationship to enhance employee commitment. A senior director emphasised: 
“The main thing is to treat them fairly and make the workplace as pleasant as it possibly 
can be. We are not strict time watchers or if people are working well, we don‟t look at the 
time or be very harsh on them but we leave them to their own conscience to make sure 
that they do a good day at work. If they have problems, we are very accommodating to 
make sure that they can deal with things. We hope that by having that attitude, people 
will become part of the overall picture and have loyalty.” 
 
It is perhaps important to highlight that the above statement was the first response given by the 
senior director when he was asked to identify the main strategy of the company to influence 
employee commitment. During the case study, the researcher observed the close and friendly 
working environment at QSP. Every day, the directors came to the employees‟ working area 
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several times to have a chat, read the newspaper and talk about work. In order to foster good 
relationships among all members of QSP, there are also social activities outside working hours 
such as sport activities (e.g. football matches between the two QSP offices) and charity events 
(e.g. charity dinner and sponsored charity walk). All these are efforts by the company to make 
sure that every aspect of the job meets the construction professionals‟ expectations. 
 
6.4.1.2 Performance and career management  
The performance of professional staff is vital to small CPS firms like QSP. The employer of QSP 
describes the construction professional as „the main resource‟ and therefore a strong emphasis 
has been placed on their commitment to deliver the work. In managing the performance of the 
employees, an annual performance appraisal is conducted by the directors on a one-to-one basis 
with the respective employees. The appraisal, which is normally carried out in September every 
year, is a platform for the employer to review the individual employee‟s performance and to 
discuss any areas that could be improved. Furthermore, it provides an opportunity for the 
employee to negotiate rewards and discuss their career progression based on their performance. 
 
In a small CPS firm like QSP, the career pathway is very straightforward in terms of career 
advancement from trainee to assistant, intermediate, senior associate director and finally to 
director. QSP assists the construction professionals by providing training for them to gain more 
knowledge and also by giving them more responsibility to acquire skills and experience. 
According to a senior director: 
“We try to make sure that the younger staff are not only going to college but are also 
learning, and we like to see them taking responsibility and expanding their experience 
and expertise… That is part of the commitment to give the employees the opportunity to 
learn. We help them as well and point them in the right direction… We provide them with 
an opportunity to expand their experience, to do more things and better things.” 
 
Similarly, a director said: 
“Ultimately, if they have that desire and ambition together with the skill and experience, 
they will be able to progress and to increase their earning power. The opportunity is 
there, that career path is there. Looking over the longer term, the director will ultimately 
retire.” 
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Both statements above illustrate that QSP employers provide an opportunity for career 
development to all employees by assisting them to develop their capabilities. There is evidence 
that the QSP employer assists the employees by developing their capabilities either through 
training to gain more knowledge or by giving them more responsibility. 
 
6.4.1.3 Training and development  
By recognising skilled people as their key resource for its successful future expansion, QSP is 
committed to offer and encourage the employees to take advantage of further training and 
educational opportunities. The company‟s commitment to enhance the knowledge of their 
members of staff so that they can keep providing quality consultancy services was described by a 
director:  
“We have to show that we are keeping ahead of new ideas and new technology and 
differences in contract. Although we are qualified, we are keeping ahead of what‟s going 
on. You do have to keep abreast of the things happening, the latest development on 
technology, the laws, and changes in the construction industry over the 30 years have 
been fast, especially health and safety, CDM regulations.” 
 
The employers believe that their commitment to provide training and skill development 
opportunities to construction professionals helps to enhance organisational commitment. 
Accordingly, the firms have provision for financing training (e.g. professional degree courses) 
and weekly one-day release to support staff in training (i.e. part-time degree courses). This was 
explained by a director: 
“We have two QSs undertaking their external degree. We expect them to commit to that 
and we assist them by financing the training. It‟s a two-way thing – we get professionally 
experienced QS and they themselves become chartered surveyors and get a better 
career…We assist in professional training. We provide a day release for staff in training 
[part-time degree course].” 
 
Apart from provision for external training courses, there is also in-house training such as 
seminars conducted by one of the directors. The seminar is planned to cover subjects that are 
relevant to the employees‟ training needs. In QSP, the employer would normally discuss the 
employees‟ training and development plan formally during the annual performance review and 
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also informally during the daily interactions at the office. In both cases, communication is very 
important in the process of informing the expectations of both parties. 
 
6.4.1.4 Reward management 
Generally, employees perform work in return for remuneration. In QSP, the salary is negotiated 
when an employee is employed. It is then fixed and normally there is a percentage pay rise every 
year, based on the performance of the employee. This was mentioned by a director: 
“Salary package – we review those on an annual basis. We try to keep up to date with the 
salary level of the industry. Salary increment is performance related.” 
 
In addition, a bonus is given to the employees based on the bank rate and inflation and also based 
on the performance of the company. Apart from these, QSP employees are given few benefits 
such as health insurance (only senior staff), life insurance, business mileage claims and mobile 
phones (only senior staff). The employers believe that performance-based compensation 
(specifically a reasonable and competitive salary) is important to influence the construction 
professionals‟ commitment. However, since early 2009, because of the economic crisis, QSP has 
implemented temporary pay cuts as a cost-cutting measure. This was explained by a senior 
director: 
“They understand that we actually had to say to them, „Look, we don‟t want to make 
anybody redundant but there will be no bonuses this year and we might even have to cut 
salaries by 5-7 per cent‟; which we have done, trying to keep everybody in the job. 
Everybody said, „Yes, we accept that.‟ We have to do that. Everybody has pulled together 
and done very well.” 
 
The above statement indicates the impact of the external economic environment on the company. 
This will be discussed further in Section 6.5. Generally, the current economic downturn has 
constrained QSP from providing remuneration that fairly compensates the employees‟ 
contribution and behavioural commitment, as previously discussed in Section 6.3.3.2. This 
would suggest that the employer has to rely more on other strategies to foster organisational 
commitment. 
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6.4.1.5 Employee involvement 
In QSP, decisions are mainly made at director level. The directors have a regular monthly 
meeting where all the directors from the two offices sit together as one company to discuss issues 
that affect the company as a whole and also any specific issues of the two different offices. Since 
the business expansion, the directors are making efforts to cooperate more, to share knowledge 
and resources between the two offices and also to market QSP as one company but with two 
offices. 
 
Employee involvement is related to the efforts of the employers in creating an environment in 
which the employees have an impact on decisions and actions that affect their jobs. This was 
cited by the QSP employer as one of the main objectives of communication within the practice. 
For instance, the decision to implement temporary pay cuts was made not only by the directors; 
the employees were also involved in that decision-making process, as explained by a director: 
“We have discussed these issues with them. We did put forward the option that rather 
than make someone redundant maybe ask them to work four days and take a temporary 
reduction in salary. This is the same for the directors to get through the period. And that 
was not imposed. That was for discussion. They discussed it amongst themselves and 
came back with the view that they agreed to do that, but they are not really working too 
many less hours... Communication is the key thing. We keep them informed of how we as 
directors of the company see the situation. I think we have to keep the staff fully updated 
as to what the situation is and how it looks going ahead. That‟s what we try to do. We are 
very accessible. Everybody can just come in the door and say what they wish to say.” 
 
The above statement indicates that the QSP employer adopts an open-door policy that welcomes 
all members of staff to talk freely with any director at any time. This was also mentioned by a 
senior director: 
“We try to let the staff know, the younger ones especially, that we expect them to do a 
good job and look after the client. If they have got any problem or anything that is 
bothering them or if they are not quite sure, come and talk to more senior people. We are 
trying to make sure that the staff can talk freely to any of the directors and if they have 
got any worries or problems they can come and talk.” 
 
The above statement illustrates that the employer encourages open communication and 
discussion about any matter of importance to an employee. Moreover, being a small practice, 
QSP staff work more closely with one another, and the directors are also directly involved with 
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the projects. Working as a team, the directors normally coordinate work and discuss workloads 
informally and regularly with the construction professionals. This was mentioned by a director: 
“Normally we can identify that through normal discussion. For example, if we go to one 
of the staff and say, „Look, I want you to do this by next week‟ or something‟, he might 
say, „actually I got this, this and this. Where is the priority because I am going to find it 
difficult to fit that in?‟ So we discuss it and decide where the priority is. We resolve 
things like that. I feel the communication is quite easy between us. For example, 
yesterday I met G and we looked at two projects that need to happen in the next four to 
five weeks. We are planning for that now. We agreed the timescales and who‟s going to 
do what. We do talk about those things on a regular basis. Whether informal or we just 
pick up jobs that need to happen in a few months‟ time or going to happen in the future 
or something that is immediate.” 
 
The above statement indicates the continuing informal communication between the employer 
and employees, so that all matters and any problems can be addressed as and when necessary. 
Apart from a strong emphasis on open communication, the employer also fosters employee 
empowerment to enhance commitment. According to a senior director: 
“If you don‟t give up and always look over their shoulder, they will think that we don‟t 
trust them, don‟t value them. If you leave them totally alone, they have to deal with things 
which are beyond their capabilities; they can get fed up, under pressure. We do try to 
give them as much responsibility that they can handle, that they are comfortable with. To 
be a bit challenging by giving them a certain degree of responsibility which makes them 
feel good and helps with their commitment.” 
 
The statement suggests that the employer is consciously empowering the construction 
professionals by giving them a reasonable degree of responsibility, depending on the individual 
employee‟s ability and maturity to handle projects and people, as well as their level of skill, 
knowledge and experience. For instance, the employer gives continuous authority to the senior 
staff to enable them to influence project-related decisions. There is also evidence that 
empowerment does not only involved senior staff, but also the more junior staff, so they can 
assume more responsibility in managing a project, as mentioned by a senior director: 
“We have seen that the younger staff have to move on to look after bigger jobs and have 
more responsibility and they accepted that and have done well.” 
 
To enable the construction professionals to make important project decisions, the employer 
provides the necessary support for the professionals to perform their duties, as stated by a 
director: 
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“Small practice – everybody works closely together. In any project, a director is leading 
the project. We are always there to actually help. But we try to give them as much 
responsibility with the level of skill and seniority.” 
 
As previously mentioned, all QSP directors are „working directors‟ who are fully involved with 
projects, and this allows them to provide continuous support and direct assistance to all 
employees.  
In summary, the QSP employer relies on five main strategies to foster organisational 
commitment: 1) job design; 2) performance and career management; 3) training and 
development; 4) reward management; and 5) employee involvement. The views of the 
professional employees about their experience of HR practices and whether they recognise HR 
practices as important to their commitment are presented in the next section. 
  
6.4.2 Employees’ Views on Factors Affecting their Commitment 
During the interviews, all the construction professional employees (based at the main office) 
mentioned various factors as important to their organisational commitment. Further, after 
discussing all the factors that influence their commitment, the professionals were asked to state 
the relative importance of these factors. The question asked was: “Are all these factors equally 
important or is there any factor that is more important?”  
 
The professionals mentioned specific factors that are most important to their commitment. Based 
on their responses, the most important factors affecting the commitment of each individual 
employee have been identified, and are shown in order of importance in Table 6.3. The different 
colour shading used in the table is to highlight the factors mentioned by more than one 
construction professional.  
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Table 6.3  Main factors affecting QSP professionals’ commitment 
 Case Study 1: Quantity Surveying Practice 
The order 
of 
importance 
Associate director Senior project 
manager 
Quantity surveyor Assistant quantity 
surveyor 
First Location of the 
office 
Career 
development 
Career 
development 
Training and 
development 
Second Job characteristics Location of the 
office 
Fair and reasonable 
salary 
Job characteristics 
Third Working 
relationship 
Fair and reasonable 
salary 
(other factors are 
equally important) 
Working 
relationship 
Fourth (other factors are 
equally important) 
(other factors are 
equally important) 
 (other factors are 
equally important) 
 
 
All the specific factors identified in Table 6.3 were analysed together with the other factors 
mentioned by the construction professionals as important to their commitment. The analysis of 
these diverse factors has identified seven main areas:  
1. Job design;  
2. Performance and career management;  
3. Training and development; 
4. Reward management; 
5. Employee involvement; 
6. Personal characteristics; and 
7. Organisational characteristics. 
Each factor is discussed and illustrated by extracts from the construction professionals‟ 
statements in the next sections. 
 
6.4.2.1 Job design  
Job design is among the important factors affecting the commitment of QSP professionals. Two 
construction professionals identified job characteristics as the second most important factor to 
their commitment, as shown in Table 6.3. Among the job characteristics that were cited are task 
autonomy, task identity and skill variety. On top of that, both identified working relationships 
(referred to as the contextual aspect of the job characteristics) as the third most important factor 
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affecting their commitment. This suggests the importance of the „work itself‟ to the construction 
professionals.  
From the interviews and observation, the professionals seem to be very passionate about their 
work. This was expressed by an assistant quantity surveyor:  
“Compared to other professional jobs where most people only have paper and computer 
screens, we ultimately have something to stand up to look at. At one time it was just a 
sketch on paper and it gets to that point because of our involvement, which is good. It is 
an attraction to the job.”  
 
This shows that the professionals have interest in the work they are doing and are committed to 
see the „end results‟. Another attraction of the job is the interesting variety of work, as described 
by the construction professionals: 
“It is very varied here. One day you can be working on houses, the next day on office 
blocks, the next day on industrial units and then school works... I like the work, the 
variety of the jobs. It‟s not boring and the same thing day by day... the work is very 
varied. To date, I always find it interesting. So that is one reason why I‟m not considering 
leaving really.” (Associate director, QSP) 
 
“The work [here] is valuable and interesting… We do everything here so that is quite 
good. The first year I did project management; I built offices, housing, shops, a hotel, 
industrial buildings and it was interesting.” (Senior project manager, QSP)  
 
Both the situations above demonstrate that the professionals value the different challenges that 
come with the various types of work. Their experiences managing diverse projects and solving 
unique problems have been among the main factors that have tied them to the work. Another 
important job characteristic that influences the professionals‟ commitment is „task autonomy‟. 
For example, an assistant quantity surveyor described the importance of task autonomy to his 
commitment: 
“I actually enjoy the job that I‟m doing. I think I enjoy that because of the reasons that I 
gave to you earlier about having enough freedom to think and make decisions on my own 
that I think are to the best interest of the organisation and client.” 
 
The quotation above suggests that the employees feel valued by the employer when they are 
given autonomy to make their own decisions. Consequently, this positively influences their 
commitment to the organisation. Another important job characteristic that is important to the 
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professionals‟ commitment is „task identity‟, which refers to involvement in a project from start 
until completion, as mentioned by a quantity surveyor: 
“Obviously it is nice to be involved in a project right from reception through to 
completion. That is always a satisfying aspect of the job because you really feel the value 
of your work. If you are just coming in at the end of the project or at different stages it 
does not help your appreciation of the project... So I‟m pleased that I was given the 
responsibility to deal with these projects from the beginning to end. I‟m still being given 
that freedom to do that. I‟m pleased with that.” 
 
In terms of the contextual aspect of the job characteristics, the results from this case study reveal 
that the working relationship is cited as one of the main factors affecting professional 
commitment, as previously shown in Table 6.3. Generally, there is a good working relationship 
between the members of staff, as described by the employees:  
“Generally I like the people. Some of them, we have differences and opinions… I would 
say that overall it is fine. We all have ups and down, we all have bad days. Sometimes 
things are said and it warrants a response. But it gets sorted.” (Associate director, QSP) 
 
“I enjoy working with the people in this office. I enjoy the time in the office. There is a 
good level of mutual respect and understanding even though there is quite a large 
difference between the people working here, I do not feel boundaries and I feel I fit in.” 
(Assistant quantity surveyor, QSP) 
 
These statements indicate that there is no gap between the directors and the employees and that 
there is mutual respect among QSP members. This is probably due to the small size of the 
practice, which allows a close working relationship. A senior project manager described this 
situation: 
“You are at least a person here. People know everybody here. You know when someone 
is ill or on holiday, when someone is grumpy, when someone is happy, because it is so 
small. In a big organisation you do not know that. You can look at a person but never 
have spoken to that person twice in a big organisation. We know everybody here. So that 
is one thing.” 
 
The above statement illustrates that the relationship between the staff is very close and QSP can 
be described as a „family-type‟ small practice. All the directors work closely with the employees 
and they provide support and guidance, which is valued by the employees. Many employees 
mentioned that they have a lot of respect for the people in the office, particularly with the 
directors who are qualified to a certain degree and have many years of experience working in the 
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industry. The professionals were able to learn and develop themselves by working closely with 
the directors. Moreover, the employers are not only providing assistance with the work, they also 
provide personal support to the employees. One of the examples was mentioned before: an 
employee had been given an interest-free car loan by the company.  
Another contextual factor that was mentioned by the employees is the working conditions in the 
office, which includes the layout of the office and the facilities. The office building was 
previously a village school that has been refurbished to suit the office‟s need. The company 
bought the building 35 years ago, and since then, QSP has been operating in that building. In 
terms of the layout, it is a two-storey building with many rooms. The first floor locates: 1) the 
administrative staff at the reception; 2) the kitchen; 3) the archives (in three different rooms); 4) 
the employees‟ workstations (three professional employees and accounts admin in one medium-
sized room); 5) one professional employee in another room; 6) two directors in a separate room; 
and 7) the toilets. The second floor locates: 1) one meeting room; 2) the senior director‟s room; 
and 3) one director‟s room.   
The employees have different opinions about the influence of the working conditions on their 
individual commitment. For instance, one employee feels satisfied with the working conditions: 
“I like the office. I like the working environment. It‟s probably not the most contemporary 
office. It was an old primary school but it‟s beautiful. It‟s a nice place to come to work.” 
 
On the other hand, other employee has a different opinion about this:   
“I think the building is fabulous but it is tired. It needs to be cleaned and tidied... The 
filing systems need to be dramatically changed. It needs a good clean. The toilet and the 
kitchen need to be completely changed. But it costs money. The staircase to the meeting 
room is dark. The meeting room is fine but it does not look presentable, it does not look 
modern, it is not inviting, it is so out of date, it is not great... I think it is important how 
people perceive you. It needs to look professional and at the moment it doesn‟t.”  
 
The above statement indicates that the employee believes that there is a need to enhance the 
working environment of the office. Another senior employee also agreed that the working 
condition could be improved, in particular his workstation, as shown in Figure 6.4. 
“I‟m absolutely convinced that my seat, although I wanted that seat, is not beneficial to 
me. I had a lot of problems with my neck and I think it is from looking at the computer. I 
got a terrible neck; it‟s sore. Sometimes it takes days for it to go away. I‟ve never moved 
[at the same work station since the first day]. That is where I‟ve always been. The office 
has been like that since I‟ve been here. That‟s my place, that‟s my island. I think I need to 
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look at a better chair. I think we might benefit from a proper desk. I got a desk, I got two 
side tables, my computer is on one of the side tables and it is higher than the desk. I think 
that is why I had a problem with my wrist and neck and things like that.”  
 
 
 
Figure 6.4  QSP professional employee’s workstations 
 
Others have raised the need for a more systematic and organised filing system. This was 
mentioned by three employees:  
“You do a job and somehow you talk to someone: „Oh, I have built that next door‟, „Oh, 
we did that job ten years ago‟ and you‟ll only find these things when you talk to people 
because they have been here for so long, it is all in their head. And this assumes that you 
will only find out when you ask the right question to know where the information is. It is 
not a well-organised procedure.”  
 
“Early this year about May, we did a bit of clear up. We are not supposed to get rid of 
jobs generally till it is twelve years old but some of the jobs that are twelve years old had 
not been labelled properly. So there was a decision that any jobs with a job number of up 
to eleven hundreds can go. So S [one of the director] and some did it. Soon it was gone 
then I got a job that is a church. We are doing an extension to a church. And I really need 
the file of the original building because we are trying to get the specification for 
something that we want to do for the extensions and we knew that it would be in the 
original. But when I went there [to the archives] it was gone.”  
 
“If their filing systems and their way of working are unique to them, it is difficult for 
other people to step straight into it and understand where things are and how things are 
ordered. That is a disadvantage. I know that when I first joined QSP, there is a lady 
working here who seems to have her own filing system... But then she left and there was 
hundred of these things all over the places. And it makes it very difficult for people to find 
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where things are. She did not attach the job number to all her files and correspondence. 
And I was to pick up that role, and it makes it very tricky trying to locate information 
when questions are being asked. I did not know where to look to find it.”  
 
The above statements indicate that due to the lack of formal procedures in recording project 
information, the employees have encountered problems in finding information relevant to their 
work. At the moment, the archives are kept in a few places depending on the job numbers, as 
shown in Figure 6.5.  
 
 
Figure 6.5  QSP archives 
(From the left: archives in the kitchen; archives in the back room; and archives from the branch office) 
 
Another disagreement was about the need for social space. One employee felt that it is important 
to have a space for „social meetings/gatherings‟ and suggested an improvement to the kitchen 
area (as shown in Figure 6.6). During the observation, the researcher witnessed the professionals 
having lunch at their individual workstations. According to one employee: 
“I would personally convert the kitchen into a breakout informal sitting area and kitchen. 
The drinks are there, nice sofa, round table, whatever, inviting lights and an informal 
comfortable area. No one really has their lunch in the kitchen area apart from R [an 
admin employee]. She eats in the kitchen and sits on that sofa because she wants to get 
away from the computer and phone. My lunch is here. I eat here while typing. There is no 
provision here for eating your lunch properly elsewhere. No table. A „breakout zone‟ 
here they think is „broken‟.”  
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Figure 6.6  Views of QSP kitchen  
 (From the left: filing cabinets; kitchen pantry; and sofa near to archives in the kitchen) 
 
The circumstances here show that the kitchen pantry has never been used by staff to sit together 
during lunchtime mainly because of its current setting. Other employees have different opinions 
about the importance of social space in the office:  
“Generally I go back home for lunch. I don‟t spend a lot of time there… it does not 
matter.”  
 
“I always use the kitchen. I have never used the sofa. I don‟t think it is important. I‟m 
quite happy to eat at my desk. It gives me an opportunity to check a few personal e-mails 
or maybe browse the Internet.”  
 
In general, all these statements indicate that the working conditions have a different impact upon 
employee commitment. However, all the professional employees agree that other aspects of the 
job (as discussed) are important to their commitment. 
 
6.4.2.2 Performance and career management  
QSP professionals recognise the importance of their actions and performance that will ultimately 
represent the company to its clients. In addition, the professionals‟ performance is important for 
their career progression. Accordingly, recognition of their performance is considered as 
important by the professional, as stated by a quantity surveyor: 
“I think if work is done, it is recognised as very good work put in. Yes, absolutely yes – a 
pat on the back ... once the job has been done well. And then it gives me confidence to do 
the next job really.” 
 
This situation reflects the positive influence of recognition and praise on the employees. 
Surprisingly, one senior employee claimed that he has never been appraised:  
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“I don‟t think I have one. I don‟t think anybody here appraises me. No, they haven‟t… In 
my last place, you had assessment every three months. Not with me, but they might have 
that with H, K or some of the youngsters... but not with me… No, never have. You might 
get well done and thanks for your help and things like that, but that‟s about it.”  
 
The statements indicate that, by considering the experience and expertise of senior staff, the 
employer does not include every member of the staff in the annual performance review. This 
creates an impression to the employees that their performance has not been monitored and valued 
appropriately and ultimately this might impinge upon their efforts to achieve career progression 
within the practice. It would also mean that the rewards they have received have not been related 
to their performance.  
Moreover, many QSP employees describe the process as „very informal‟ and „simple‟. For 
example, one senior employee explained:  
“There is no formal performance appraisal here. It is quite simple. People have a salary 
and the office has overhead costs. The money comes in. It pays for the overhead costs and 
it pays for the salary. And what is left over is shared between the directors and a little bit 
goes to the rest. Personally, I would not know what the profit and loss would be because I 
am not aware of that. So I could not tell you whether we are hitting our target or not, 
whether we get a bonus or not... I asked a few times, „What is my target?‟ I don‟t have a 
target. So I don‟t know if I‟m doing well or bad… If you don‟t have a target it is not 
pressure if you are not hitting a target… How do you know if you have nothing to 
benchmark against? There is no past year‟s target in the same economic situation. So 
how do you define success, survival, profit, recruitment and new client base? There is no 
strict performance appraisal. There is no marking scheme.”  
 
The phenomenon above indicates the subjective nature of the performance appraisal, in which 
there is no performance criterion for assessing the employee, and therefore the assessment is 
simply based on the employer‟s subjective judgement. This has affected the professionals, 
whereby they have become uncertain about the expectations of the employers that they need to 
achieve.  
 
In terms of career management, the results from this case study show that career development is 
cited as the most important factor affecting commitment by two of the construction 
professionals, as previously shown in Table 6.3. Career development is described as „the main 
reason‟, the „ultimate goal‟ and „the most important factor‟ by the professionals. By considering 
this factor, the professionals are willing to make „sacrifices‟ and maintain their commitment to 
 157 
QSP. This situation was explained by one senior employee who has waited for ten years to 
achieve his goal to become a director:  
“When I first joined, I got no benefits really. Again this is one of the things that I thought 
I‟d take it for so long perhaps for getting the partnership. But it never happened; perhaps 
I‟m a bit silly… I think for me here, I think it‟s probably gone. I think no. I don‟t think so. 
They are looking at some of the junior members. I might be wrong. Something might 
happen... When I first joined, I really thought that I could be a partner within a couple of 
years. And I did an awful lot with that in mind, an awful lot of hours with no extra cost - 
weekends, evenings or whatever. But it just doesn‟t happen.”  
 
A similar situation occurred to another senior employee, 
“I came here for potential for the future. To become the director next year, two years‟ 
time or whatever it can be. What is the cost of that? I could have a salary that is less, the 
same or more, but in a few years‟ time it could be more longer term. I came here for a 
change, for career development and to do something.”  
 
Both statements indicate that the professionals have an expectation to become a company 
director. This is probably due to the structure of QSP, which (at the time of the interviews) has 
seven director positions and four of the directors are nearing retirement. In addition, the 
professionals were told when they were first employed that there is the opportunity for career 
progression within the firm. The employers also provide many opportunities for the staff to 
develop their capabilities for career development. This was mentioned by the construction 
professionals: 
“I‟ve been given a really good opportunity at the branch office really... Similar thing to 
us, they have two different directors there… The one that is finishing [retiring], I‟m 
working very close to him. At the minute, I‟m taking on his clients, his contacts and work. 
It‟s a good opportunity to show the company that I can carry on his work really. I 
decided that is a very good opportunity. It‟s a good chance for me. They provide me with 
the opportunity.” (Quantity surveyor, QSP) 
 
“Over a period time, P [one of the directors] gradually allowed me to take more 
responsibility and finally handed his clients over to me. Now he is spending more time in 
the branch office... It seems a natural progression for me to take over the responsibility 
while he is at distance.” (Assistant quantity surveyor, QSP) 
 
The above situations indicate that the employees are given the opportunity to build their career 
by learning from the directors. In this case, the employees, particularly the younger staff, see the 
potential future of climbing up the ladder within QSP and, consequently, it positively influences 
their commitment to the organisation. A quantity surveyor explicitly described this: 
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“I‟m happy to spend the rest of my career with QSP. My goal is to be the company‟s 
director. Yes, if that works, absolutely, definitely.” 
 
This statement reflects that the opportunity for career development influences commitment. 
 
6.4.2.3  Training and development 
The company‟s commitment to provide training has been taken positively by the employees. For 
instance, the employer‟s support for staff who pursue a degree by financing their tuition fees and 
providing day release was mentioned by two employees; 
“If you are on a training course, they will pay. Here that is very good. Training courses 
are paid here if you want to go for a course. You put it forward and say, „This is the 
course.‟ They will pretty much say, „Yes, go on with it‟... For a small organisation they 
do not say, „No, it should be done in your own time‟ or „you will be charged for that‟. 
They are really quite good. That is one thing that I got to say it surprises me. They are 
very good. No real question at all.” (Senior project manager, QSP) 
 
“Obviously, if I‟ve got an examination on certain days or whenever it might be I can just 
take the entire day off… There have been one or two occasions over the time I‟m doing 
my course where I need help and advice from the experienced senior surveyors in my 
report submission for my course. They are more than helpful and generous with their 
time, helping me to solve the problem at the expense of their own work. Even when 
people are busy they are still willing to help you.” (Assistant quantity surveyor, QSP) 
 
The above statement shows the company‟s concern and support for the employees who are 
pursuing training courses. This action is described by the employees as important to their 
commitment, and makes them feel „obliged‟ to show commitment to the company.  
It is interesting to note that the younger professionals seem to be very passionate about training, 
specifically the two employees who are pursuing a professional degree course (at the time of the 
interviews). Apart from the degree course, the employees are also interested in attending training 
courses in specific subjects like contract administration, dispute resolution and health and safety 
to keep them up to date with the latest development on technology, the law and other changes in 
the construction industry. Both the employer and the employees cite professional training, 
specifically the RICS qualification, as important. Both agree that with the RICS qualification, the 
employee will become more valuable and useful to the company. The main reason for this is that 
training provides them with an opportunity to develop their capabilities as professionals. The 
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construction professionals are expected to keep abreast of any development and changes in the 
construction industry.  
However, few employees are constrained by time to attend training course. In this case, the 
professionals view „on-the-job training‟ and „learning by doing‟ as more important, relevant and 
valuable to them. One senior employee described this situation: 
“Every day you will learn something new, even the smallest thing you‟ll learn something 
new. Just from working, you learn something new. You don‟t need to have to go to a 
lecture to see something is going on the site. We always love to go to seminars. We 
always love to have the time to go… I would say that lately [I have] absolutely no chance 
to go to a seminar because I don‟t have the time, I can‟t afford the time.” (Associate 
director, QSP) 
 
Another employee, when asked whether he would like to spend time watching training videos 
that are available to the staff, also agreed that „learning by doing‟ a job is better, as shown in 
Figure 6.7. 
“No one has watched them. When I first joined the company, M [one of the directors] told 
me that there are training videos. I suppose I thought about it but I do not think it is 
really appropriate to use the time to come up here and sit watching the videos. There are 
obviously educational merits in doing it but I‟m learning my job through practice. I do 
not think there is any better way to learn a job than learning it through practical 
applications. So you balance that. The time spent sitting watching the videos could be 
spent actually doing it in the office or around a site. I think that is probably a better way 
or more useful time.” (Assistant quantity surveyor, QSP) 
 
 
 
Figure 6.7  Training videos and TV in QSP meeting room 
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6.4.2.4 Reward management 
In terms of reward, based on the interviews with QSP professionals, it is obvious that they are 
more concerned about the monetary reward, specifically their salary, rather than other non-
monetary rewards such as benefits. A fair and reasonable salary was identified as among the 
main factors affecting commitment, as shown in Table 6.3. The importance of the monetary 
reward was mentioned by all the employees: 
 “Salary is not everything but salary is very important. We come to work to live.” (Senior 
project manager, QSP) 
  
“The financial aspect obviously [is an important factor that influences commitment] – an 
assurance that you‟re being paid the market rate, a fair and reasonable salary.” 
(Quantity surveyor, QSP)  
 
Since the economic crisis, there have been changes to their salaries. In 2008, the employees were 
given bonuses but received no salary increment, and in the following year they received neither a 
salary increment nor a bonus but a pay cut. This was because the company‟s financial 
performance had been affected by the economic crisis. An assistant quantity surveyor explained 
the situation: 
“This is probably a totally confidential point but we had a recent peer review last 
September 2008. Normally you will expect a small percentage increase in salary that is 
in line with inflation. We had a peer review where the directors talked about the 
performance of the company last year and discussed whether it was appropriate to give 
an increase in salary or a bonus. Because of the economic climate they apologised to 
everyone that they couldn‟t give anyone a percentage increase but they gave everyone a 
standard bonus across the board. The directors themselves had a pay cut so they lost 
some of their own capital they have invested in the company in order to avoid making 
redundancies. So the directors had a pay cut, the employee didn‟t get a pay rise and 
everybody got a standard bonus across the board. And that certainly is something that I 
think makes me feel more in debt with the company because it shows a genuine 
commitment from them to keep everybody involved. They showed that level of personal 
commitment by taking a personal loss in order to accommodate everybody else‟s needs. 
That is definitely something.” (During the first interview, January 2009) 
 
“Personally, we had a reduction in pay... this is hopefully just a temporary measure and 
when the market starts to peak a little bit, things will start to return to normal, and this 
has been expressed by the director to reimburse people when the opportunities come 
along and they have the capacity to do so.” (During the second interview, August 2009) 
 
The directors‟ action to take a pay cut in order to enable them to compensate the employees‟ 
contribution with bonuses is valued by the employees and consequently has a positive impact on 
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the employee‟s commitment. Further, there is a high expectation to get a substantial increase in 
salary eventually, specifically when the business has recovered from the recession. This was also 
mentioned by the professionals: 
“I expect them to pay more but I know that obviously it is difficult under the current 
circumstances, but I feel that probably with the level of experience that I have, from 
speaking to peers on my course, I probably feel that I‟m worth more than they currently 
pay… The current climate constrains the company from offering me a percentage 
increase, which they made very clear during the last peer reviews. But when things get 
better or when I get qualified I don‟t think they can resist any increase, because at that 
point I‟m as valuable to them as anybody else with the RICS.” (Quantity surveyor, QSP) 
 
“I think every employee wants to be paid more, obviously, always. I think I would like in 
the September next review – I would like to see a decent rise in my salary.” (Assistant 
quantity surveyor, QSP) 
 
The above statements reflect the high expectations of the construction professionals to be paid a 
competitive salary that compensates their performance and contribution to the company.  
However, salary increments as well as bonuses have been described as „subjective‟ by the 
employees, as mentioned by one employee: 
“You negotiate your salary when you are employed. You negotiate when you are 
particularly busy and doing well and bringing more jobs in and reward is given that way. 
The basis of bonuses is not definite and is not openly communicated.”  
 
The above statement suggests that the rewards the employees received were simply based on the 
employer‟s subjective judgement and might not be related to their performance. In this case, the 
professionals‟ expectation of a „fair and reasonable‟ reward might not be satisfied. Thus, they 
have to look for other factors that were provided by the employer to compensate their efforts, 
which positively influences their commitment to the organisation. 
 
6.4.2.5 Employee involvement 
Generally, the construction professionals acknowledge the company‟s efforts to foster employee 
empowerment and open communication in order to encourage employee involvement. In terms 
of empowerment, the employees describe the practice as important to their commitment. 
According to one senior construction professional: 
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“I think I would leave if being monitored closely… When I first came for about the first 
three years, I couldn‟t even sign a certificate, which I used to do. One day there was a 
meeting and I said that this is ridiculous. The first two years, one of the directors wanted 
to see and check everything. And then I think they accepted that I know what it is all 
about. So now I got the role and I suppose that I‟m accountable to myself.” (Associate 
director, QSP) 
 
This situation reflects the influence of empowerment on the professional‟s commitment. During 
observation, the researcher found that the senior construction professional was given authority to 
make many decisions in solving project-related problems. He would normally explain the 
problem and his decision to the director whenever the director came by to have a chat or read the 
newspaper at his workstation. It is obvious from their conversation that the senior construction 
professional was given the authority to handle problems and make decisions. His conversation 
with the director demonstrated this, because he would normally update and explain his decisions 
and not discuss them with the director to find a solution.  
Another junior professional also cites empowerment as one of the important factors affecting his 
commitment:  
“In the last two years I have been given a much larger project to manage freely. I have to 
say that as an organisation, QSP has been very generous with the responsibility that it 
allows me to be involved in… Particularly with the project that I‟m doing now, I‟m 99 
per cent in control of the project management… Another project which is just about to 
start in the same place, I feel that I‟ll be given a similar level of responsibility and 
control in that job as well, which like I mentioned before is very rewarding, because it 
does makes me feel that I‟m valued and they trust me. That will help to increase my bond 
with the company and also make me do a better job. It is really important.” (Assistant 
quantity surveyor, QSP) 
 
The above statement clearly indicates the positive impact of empowerment on the professional‟s 
commitment, and the practice has strengthened the bond between the employee and the 
organisation. Consequently, the employee becomes more committed to perform his duties.  
 
In terms of communication, generally it takes place through informal verbal conversations 
including calls for meetings and discussions about workloads. One employee described the 
situation: 
“The use of e-mails, memos and any formal communication is very limited within the 
firm... Formal meetings could be put in that formal calendar, but people do not use it... 
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You could book people in for a meeting. I did that when I started here and no one looked 
at it. I have a meeting booked but no one even knows that they are booked... I would do 
an e-mail to G and make a copy to the client and he will come to the door and say, „I 
have done that‟. That is what happened… There is nothing written formally. If you‟ve got 
a question or a query, I would just walk in to C‟s office if it is his project. C must have 
come into this room five times yesterday about a valuation of an external works and 
landscape. He was back and forth all afternoon. He came in, question, answer, gone. The 
next time, came in, question, answer, gone.”  
 
The phenomenon above indicates that at QSP communication is very informal and there is no 
formal procedure. At the moment, the use of a written formal medium of communication is very 
limited within QSP. This is probably due to the small number of staff and the close working 
environment, which means that the relationship is based on trust. This might work for QSP, but 
with the changes to the company structure after its expansion, formal communication might be 
necessary under certain circumstances such as for communication between staff from the two 
offices. Moreover, there was dissatisfaction among the members of staff regarding the lack of 
employee involvement in the decision-making process. Two senior employees described this 
issue in great detail: 
“There is very little formal communication in formal meetings here. I think the staff 
should at least meet every two months to discuss workloads, difficulties, clients, 
objectives, learning benefits and training... The directors meet every month and those are 
not addressed. We do not hear the responses or outcomes of those meetings. For an 
example was perhaps the directors‟ meeting last week. They met, they had two hours and 
they went back to their desk and it was finished. They do their things. They know their 
minutes. It is all confidential matters that are addressed in the meetings. And then a 
director will come to me and say, „We have this job for you‟, „We want you to lead the 
marketing‟ or „We want you to do this procedure‟ and you know that it comes from the 
directors‟ meetings but it is not said. And you think: what else are other people doing? 
What are the objectives? Where is this going? How does this arrive at that?... There has 
been a couple [of staff meetings] but it is not a discussion. It would be more the directors 
telling us their decisions. That is all that it would be. It is a completely ad hoc meeting 
[i.e. the staff meeting]. It was not planned. It is plan between the directors but then 
usually the notice is immediate. Everybody is in and let‟s have a chat. They rang on 
Wednesday and the meeting was on Thursday. The admin will go around and tell people 
verbally. Nothing is formal.”  
 
“There is probably more communication between staffs. If something is happening with 
me, I would probably discuss it with H or K. But there are quite few things I think 
perhaps the directors do not always give us enough feedback of what is happening... They 
have the Directors‟ meeting, all the directors here and the branch office but there is no 
minute. They should just discussed things but we shouldn‟t know. They said that they 
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discussed things and we should be told and it may be eventually. Sometimes the admin 
knows more than what I know. If it might affect me and does affect me, then I would like 
to be told.”  
 
This circumstance shows that the employees feel that they have limited involvement in the 
decision-making process. Although the employees are aware of the regular director‟s meeting 
and they can put forward any issues to be addressed in the meeting, there is no clear structure for 
them to do so. One employee described this situation: 
“They have the structures and they discuss those kinds of things in the meetings but it is 
not clear. Occasionally you go to the wrong director for the wrong query. It is also 
sometimes who is in the office. It is simple as that really.”  
 
This statement indicates the difficulty faced by the employee in putting forward suggestions or 
new ideas, as well as seeking clarification of any issues related to their work such as about work 
methods. Moreover, most of the directors‟ decisions are not communicated to them. One recent 
event was the company‟s decision to purchase another company; the employees heard rumours 
about the company‟s plan but there was no formal discussion with all the employees. This 
created anxiety and a „feeling of insecurity‟ among the employees about whether the changes to 
the company‟s structure might affect their jobs. A senior professional employee recalled this 
situation: 
“They want to expand. I think that is a good idea. The only thing about that, it was kept 
very secret. People were hearing things but nobody was saying anything. We heard 
rumours but nobody was definite. When you know that something is happening and you 
don‟t know what, you‟ll start having concern, „Will it affect my job? Will I have a job? 
What is happening?‟... We only knew officially not long before the merger.”  
 
This situation illustrates that a significant decision (i.e. the business expansion) was made 
without the involvement of employees including the senior staff. This is probably due to the 
absence of regular formal staff meetings within the office. Figure 6.8 shows the meeting room 
that is rarely used for formal staff meetings. According to the employees, the staff meetings are 
normally ad hoc, irregular and very informal. This was explained by one employee, 
“I‟m sure if there is a more regular meeting perhaps even often every Monday morning, 
people can tell what they got on and when they are available to do something. I think that 
is lacking. About four years ago, it came open and we had this big thing – we have to 
meet once a month and this is what we are going to do. But no, it never happened. I think 
we had two and that‟s it.”  
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Figure 6.8  QSP meeting room 
 
Apart from discussing the company‟s plans, among the needs for a regular formal meeting is that 
it would serve as a platform for the professionals to raise any problem that they have encountered 
in their work and also for the employees to gain feedback on their performance. This will also 
help the employer to manage the workload distribution more effectively and allow the 
professionals to link their workloads with others. On this point, one professional employee 
commented: 
“We don‟t have that cross-communication that helps. I don‟t know what G is doing 
today, what project he has in six weeks. I can‟t link my workload with anyone else. I 
don‟t know how the directors understand people‟s workloads... There are say six 
directors and projects could go to any of the directors based on previous relationships 
and they could choose any assistants to work on them as they see fit.”  
 
The above statement indicates that there is a lack of cross-communication between the staff and 
workload distribution is managed informally. The statement also highlights an important point 
that there is considerable discretion in determining who work on what project. The professional 
employees are normally selected by the directors, each of whom they see fit for the job. In this 
case, the more senior employees who have more experience are normally selected to do the job, 
as mentioned by one senior professional: 
“I think it is obviously decided upon who‟s got the experience. To certain things, we all 
know we can‟t give to H [a young professional] because he does not yet have enough 
experience to do it. C [one of the directors] and I recently did a section of take off Bill of 
Quantities. I would like to be able to just say to H, „please do this drainage‟. But he 
would raise that many questions till I can never get done what I was doing, whereas C 
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has experience and did it, and I did my bit and that was it... It has been a lot of rush jobs 
because clients aren‟t having patience these days. Clients will come to meetings and say, 
„I need to know the cost by tomorrow‟. He [H] probably has lots and lots of questions 
that need answers and it will take time for me or take time for somebody else to answer 
those questions.”  
 
Back to the issue of the lack of employee involvement in discussing workload distribution, the 
senior professional highlighted the problem faced by him: 
“[I have] 18 projects in hand at different stages... I‟m sure if there is a more regular 
meeting, perhaps even often every Monday morning, people can tell what they‟ve got on 
and when they are available to do something. I think that is lacking... N, C and I met last 
week on Monday for a workload meeting, and that is the first one for at least the last six 
months... I see everybody else going on holiday. To me that is something wrong. There is 
something that is not right if I don‟t have the opportunity to go away because I have too 
much on... It has been something like this for ten years. It is always around the summer 
that it seems to be like this. And for me it always seems to be me... Perhaps we should 
have more meetings together... It has been one of the problems for me is I have been 
asked to do things when I‟m actually up to here already [with gesture – hand at the top of 
his head]. I just can‟t do anymore over that in my time.”  
 
This statement reveals the tension felt by the senior employee because of his high workload due 
to the lack of formal coordination of workloads among the members of staff. Because of the high 
workloads, the professionals said that they were unable to finish the work within the normal 
working hours and needed to work extra hours.  
“Even during this week, I often stay here until quarter past six. The other week, I was 
here until quarter to nine, half past nine. Just trying to be on top of what I‟m able to do, 
and I don‟t think it works well for all jobs because if you are working like that, things get 
into a mess, things get forgotten about. Suddenly you generate another problem in 
another job.”  
 
“Personally, we had a reduction in pay and we had, I suppose, a theoretical reduction in 
working time, but we are actually still working the same amount of time. If you take a day 
off, there will be not enough time to do what needs to be done.”  
 
It is perhaps worth noting one occasion that occurred during the researcher‟s observation at the 
main office. There was a project discussion between one of the directors and one senior 
professional taking place near the employee‟s workstation. The director discussed project 
drawings with the employee, and following this they set a deadline for the work. At the end of 
the discussion, the researcher heard the director suggested that they should have discussions and 
set deadlines together more often. The phenomenon above indicates the lack of employee 
 167 
involvement in the decision-making process related to their work, which in the above case was 
related to the decision about workload distribution. Consequently, the employee was feeling 
under pressure with a high workload, coupled with a temporary pay cut as previously discussed. 
In this case, other factors become imperative in affecting the professionals‟ commitment to the 
organisation. 
 
6.4.2.6 Personal characteristics 
From the case study, personal characteristics were found to have some influence on professional 
commitment. For instance, there is evidence that personal commitment, specifically family 
commitment, is related to professional commitment. A senior project manager stated: 
“I think when you have children and a wife you have the responsibility to bring in more 
income to make you both secure. If she lost her job, I could still keep the house. She 
would get another house, keeps that going and we won‟t need to worry. But if I lost my 
job, she would work and struggle for a while.” 
 
This situation reflects the feelings of responsibility to work and to have a stable income due to 
family commitment. Similarly, a quantity surveyor also emphasised the influence of family 
commitment on his work commitment: 
“It‟s a nice place to come to work. It‟s been ideal really. It‟s been very lovely. I live 
practically two miles down the road; my wife works a few miles down the road. My 
family is close by. It‟s not ideal for me to travel to the branch office.” 
 
This evidence suggests that personal characteristics may have some influence on professional 
commitment. This would mean that efforts to manage commitment need to consider the 
individual‟s expectations based on their unique characteristics and different personal 
circumstances. 
 
6.4.2.7 Organisational characteristics  
The strategic „location of the office‟ has been cited as one of the important factors affecting 
professional commitment, as shown in Table 6.3. The majority of QSP staff live near the office 
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and they value the proximity of the office to their home, which means less travelling time to the 
office, as mentioned by the construction professionals: 
“It‟s the locality. I don‟t really need my car for work. I come every day with my car 
because at some point I know that I need to go somewhere… Earlier in my career I would 
say money. But now, for me it‟s location, the work and people… I would say so at the 
moment, because the work is so handy. If there is any problem at home, I can be there 
very quickly… I‟ll try to keep it as local as I could definitely.” (Associate director, QSP) 
 
“No one [in QSP] lives more than half an hour, 45 minutes from home. It‟s very local. It 
has a strong link with the city. We may have worked in other cities in our lives but the 
funny thing is we all come back, like C went around the world and G went far to the 
Middle East. People come back to home, which is a little strange... Sometimes you can 
say, „Well, it is not the salary. It is closer to home.‟ I do not want to travel an hour to the 
office.” (Senior project manager, QSP) 
 
Both quotations above illustrate that „location of the office‟ seems to be an important reason for 
the employees to stay with the organisation. Being close to home makes it very convenient for 
the professionals to balance work and personal commitment.  
In summary, QSP construction professional employees have identified seven main factors 
affecting their organisational commitment: 1) job design; 2) performance and career 
management; 3) training and development; 4) reward management; 5) employee involvement; 6) 
personal characteristics; and 7) organisational characteristics. They have described their 
experience of HR practices and the influence of these practices on their commitment. The next 
section makes a comparison between the employees‟ views and the employer‟s views to identify 
any discrepancies as well as similarities. 
 
6.4.3 Comparisons 
The employer and professional employees mentioned the same factors that are important to 
enhance commitment. The five main factors agreed by both are: 1) job design; 2) performance 
and career management; 3) training and development; 4) reward management; and 5) employee 
involvement. On top of that, the employees identified two more factors affecting their 
commitment: 1) family factors (personal characteristics); and 2) location of the office 
(organisational characteristics). From the interviews with the professional employees, there is 
strong evidence that their positive experience at QSP is shaped by their satisfaction with the HR 
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practices such as job design and training and development. Consequently, this contributes to 
their organisational commitment. At the same time, the professional employees highlighted a few 
issues pertaining to how the HR practices were being implemented by the employer, such as the 
lack of employee involvement and the subjective nature of performance management. All of 
these issues, however, were not raised by the employer. Accordingly, it is appropriate and 
interesting to explore the challenges associated with the efforts of managing commitment within 
the organisation.  
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This section presents the findings on the challenges associated with managing the construction 
professionals‟ commitment within QSP. First, it discusses the employer‟s views on the 
challenges faced by them in managing their construction professionals‟ commitment (Section 
6.5.1). Following this, the employees‟ views on the problems faced by them in maintaining their 
organisational commitment are highlighted (Section 6.5.2). Finally, a comparison is made to 
identify any discrepancies as well as similarities between the two views (Section 6.5.3).  
 
6.5.1 Challenges Faced by the Employer 
There are four main challenges associated with managing commitment, as raised by the 
employer: 1) to reduce the effects of the economic crisis; 2) to monitor employees‟ work; 3) to 
provide support to employees; and 4) to manage organisational conflicts. This section discusses 
each problem and the company‟s strategies to overcome them. 
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6.5.1.1 To reduce the effects of the economic crisis  
The main challenge faced by the employer in managing organisational commitment is related to 
the great impact of the economic crisis on the business. The recession provided challenges for 
QSP to secure work and consequently it affected the business turnover. Accordingly, the 
company had to respond to this issue for its survival and the main strategy taken by the employer 
was to reduce the company‟s costs.  
 
During the observation period at the practice, the researcher noticed that the senior director 
would always read the newspaper at one of the staff‟s workstations (that is near to the 
researcher‟s workstation). Curious to know the reason for this action, the researcher asked a 
member of staff, and he said:  
“I paid for the paper but never had the time to read it during office hours. I always bring 
it home and read it after work… The company stopped buying a paper about six months 
ago because of the recession.” (Associate director, QSP) 
 
This situation reflects the fact that the company is seriously reducing its costs, which includes 
reducing minor expenditure like newspaper subscriptions. One of the major cost-cutting 
measures that has been taken by QSP is to implement a temporary pay cut for employees instead 
of having to lay them off, as described by a director:  
“I think when you have a difficult time it becomes the time to review cost, efficiency and 
the way you do things. And you basically have to reduce cost. You have to look ahead 
and act immediately. If you leave it too late maybe the company will have difficulty and 
you might suddenly make two or three people redundant. We tried to learn from the 
previous recession, which I think we have, and take all sorts of measures to cut the cost 
without losing staff or losing too many staff. That is the challenge that we have, to get 
through the difficult time in a strong position.” 
 
This was also mentioned by the company‟s senior director: 
“So far we have managed to keep all the surveyors going to date. So hopefully we will do 
that. The last bad recession was in the early 90s; we did have to make four or five 
surveyors redundant. In that respect, it has not been that bad this time… We try to make 
sure that if we are losing work in a particular sector then we react as early as we can to 
find other work to avoid making people redundant, which we have done in this current 
recession. We have not made any surveyor redundant.” 
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This situation reflects the company‟s quick response to the economic crisis in reducing the 
effects of the recession. It also points out the company‟s effort to retain their professional 
employees, which have been described by the employer as the company‟s „main resource‟. 
According to a director: 
“We want to retain good staff. It [loyalty] has to be two-way; both the employer and 
employee must work for it.”  
 
Besides cost-cutting measures, another strategy taken by QSP is to increase its marketing 
strategy, which includes upgrading the company homepage, writing letters and having meetings 
with potential clients to market their services. The company is also committed to maintaining 
contact with existing clients and to satisfying clients‟ needs in an attempt to get repeat business 
or recommendations. Furthermore, the company is targeting sectors to secure work, as explained 
by a director, 
“We want to continue to look ahead and to seek work in the sector where the money is 
being spent in the construction industry, like civil engineering, education and 
healthcare.” 
 
The above statement indicates that the company is looking for any opportunity for work, and this 
means that all members of staff need to be capable of doing any job that is available. For 
instance, two staff, who were initially based at the main office, have been working more hours at 
the company‟s branch office, as mentioned by a senior director: 
“There are two of our staff going to the branch office quite a while doing their work. The 
funny thing is that we took it over but in actual fact last year the branch office was 
probably busier than us.”  
 
This situation reflects the fact that sharing staff between the two offices was not originally 
planned but the strategy was adopted due to changes in the economy.  
 
6.5.1.2 To monitor employees‟ work 
One of the directors mentioned the challenge of monitoring the work of the construction 
professionals: 
“As directors, we‟ve always got to be aware and be close enough with the employee in a 
professional sense. To know how they are undertaking their work. To make sure that they 
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are not overworked and to make sure their work is up to standard. Not to be distant with 
the employees. I think it‟s easier for small practice to be fully aware of how employees 
are doing.” 
 
The above statement points out a few concerns related to monitoring professionals‟ work, such 
as workload distribution, the supervision of work and the quality of work outcomes. This 
indicates the employer‟s concern about how the employees‟ commitment might influence their 
work outcome and performance, which will ultimately influence the client relationship. 
According to a senior director:  
“If there is any complaint [from a client] we deal with it and have an in-depth talk with 
the staff involved, see both sides and decide.” 
 
This statement suggests that if there is any issue related to the employees‟ work outcome, the 
employer will communicate with the employees to resolve the problem. Moreover, as previously 
mentioned, all QSP directors are „working directors‟ who are fully involved with projects, and 
this allows them to monitor closely the employees‟ work outcomes. 
 
6.5.1.3 To provide support to employees  
Another challenge mentioned by the employer is to maintain support for the construction 
professionals. The employer recognises that their employees sometimes face personal problems 
such as family conflict and study problems. This was mentioned by a senior director: 
“There are always personal problems. Employees have their own personal problems with 
family sometimes. And we have to help them to sort it out. Work wise, the younger ones 
sometimes have problems at college and we have to help them. If they start struggling a 
little bit with their studies, like having an examination, that can also be a problem.” 
 
The employer feels the need to help and support the employees when they have any personal 
problem so that the employees feel happy to come to work and keep providing high quality 
work. The main strategy taken by the employer to deal with employees with personal problems is 
through communication and a close working relationship, as explained by a director: 
“[We have] close dialogue all the time, to know if they have a problem and to know their 
results... Through the working environment, we talk to and listen to the staff. Generally, 
we work close enough with people. We can detect their problem either at work or study. 
Staff come to talk, usually to me as the HR partner rather than to others. The door is 
always open to address any problem. I always enquire on a regular basis.” 
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6.5.1.4 To manage organisational conflicts 
Another problem raised by the employer is the challenge to manage conflicts among members of 
staff. This was mentioned very briefly by a senior director: 
“The usual office politics, like sometimes some people get on some other people‟s nerves. 
So we have to sort things out. When you have been around for a long time, you see pretty 
well everything.” 
 
According to the employer, organisational conflict is very rare at QSP and generally there is a 
good working relationship between the employer and employees, as well as among the 
employees. Therefore, this is not a big issue to the employer. 
 
6.5.2 Challenges Faced by the Employees 
There are three main challenges faced by the professional employees in maintaining their 
organisational commitment that are related to: 1) the impact of the economic crisis; 2) personal 
problems; and 3) unmet job expectations. This section discusses each problem. 
 
6.5.2.1 The impact of the economic crisis 
Throughout the interviews with all four professional employees, it was obvious that they have 
been affected by the changes in HR practices made by the employer in response to the economic 
crisis. The main changes made by the employer since the recession was a salary reduction, as 
previously highlighted (Section 6.4.1.4 and Section 6.5.1.1). Although salary might not be of 
primary importance for some of the employees, it has been described as one of the important 
factors that influence their commitment to the company. Therefore, the employees are feeling the 
pressure of the pay cut and it has affected their commitment. It was mentioned that some might 
consider leaving the company if they do not receive a „fair and reasonable‟ reward for their 
performance. One senior employee described this issue at great length: 
“We all are affected by the shortage of work at the moment. We all have been asked to 
take a pay cut. At the moment, I‟m working 20 per cent below my salary. They started in 
January and that was 10 per cent for three months and then 20 per cent since March 
2009. I don‟t know how long I can go on for. I‟ve still got the same expenses… I would 
like to see that when we come out of this recession without any problem, then my salary 
goes back to what it was. I would like to think if the money is still there, they will look at 
the sacrifices that have been made… I would like to think that I could get a substantial 
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increase. But if it doesn‟t come, I might have to start looking. Yes, because it is 20 per 
cent short in the salary. It does have an effect... Why should I do this? It‟s half past five 
and why can‟t I just go home? Why don‟t I take every Friday off because 20 per cent is 
one day‟s pay? But I would like when all this summer‟s works are away perhaps to do 
that because we won‟t get the money back, so perhaps I need to take a day off. Since we 
have the 20 per cent cut, my hours have gone up. Money has come down and hours have 
gone up. I suppose there are times when things are not going well and I think, „Why I am 
bothering when I‟m losing 20 per cent salary?‟ So it gets through your mind. Why 
somebody gets upset when I‟m getting less money? Why should I bother?”  
 
This statement clearly reflects the great impact the salary reduction has had on the employee‟s 
commitment. Moreover, employees are feeling more pressured with the high workload and 
therefore were unable to take the option of working fewer hours to compensate the lower pay. 
There was also a change made in the working arrangements because of the difficulty in securing 
new projects. As a result, some employees need to work more hours at the branch office. One of 
the professional employees who has been affected by having to move to the company‟s branch 
office expressed his feelings:  
“It has been difficult really going to the branch office. At the minute I probably come 
here half a week just to finish the job I‟m doing here and most of the time at the branch 
office. Less time with family... It‟s not ideal but I‟ll deal with it.”  
 
This statement reflects the difficult conditions for the employee to have to work in the branch 
office, which means more travelling hours to work and fewer hours spent with his family. All 
these circumstances show that the economic crisis has directly affected the employees and 
become one of the main challenges for them to maintain their organisational commitment. 
 
6.5.2.2 Personal problems 
Another challenge mentioned by all the construction professionals is to keep their personal 
problems to themselves and try not to let them impact their organisational commitment. For 
example, one professional employee had a family conflict and was finally divorced from his 
wife. He talked about the difficult situation that happened about a year ago;  
“I think over the last year or maybe the last 18 months, yes! I think it does. I can say that 
in a couple of the jobs that were running at that time perhaps my mind was wandering 
and wasn‟t concentrating on the jobs, there was a problem with it. I still came to work 
but I can‟t deny that I think it has affected my work in some ways. It is getting better… I 
always put family first. When you are in a situation like I was, you don‟t really want too 
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many people to know about it. But in reality, it‟s probably best to get it out in the open 
and people know that there is a problem. And maybe they can assist you. But when it 
actually happens, you don‟t want too many people to know. So you keep quiet.”  
 
The above phenomenon suggests that dealing with personal problems, to some extent, has made 
the professional employees struggle to maintain their organisational commitment. Another 
professional employee, who has a young son, mentioned that family issues could be a barrier to 
his commitment to the organisation: 
“You can be put in a situation where you are going to be working late. I might not see my 
son that evening but I try not to get in that position... But you know there has been one or 
two occasions between us but we managed to find the ways... Couple of days last year, 
family were sick and I had to stay at home and the company understands that. That 
probably happened a couple of days last year... Family need to be happy.”  
 
The above statement indicates that the employee was trying to avoid working extra hours so that 
he could spend time with his family. However, he might find it difficult to do so when working 
extra hours is a kind of committed behaviour regarded as the norm at QSP and is expected by the 
employer (Section 6.3.3.2). Meanwhile, employees who were studying part-time for a 
professional degree course raised the importance of good time management so that their work is 
not affected by their study commitment. This was mentioned by the construction professionals: 
“The balance is always difficult because the hours that you have to put in for the degree 
have to be outside the job that I‟m doing on a day-to-day basis. I can‟t reasonably expect 
the company to allow me time in the office on a regular basis to do my degree course, 
because the understanding in the first place, which I fully appreciate, is all my university 
works that I have to do like revision and reports all have to be within my own personal 
time.”  
 
“Few occasions when I got to do work [a course assignment] a few hours at the office. 
Not very often. However, there is day I didn‟t go to university and stayed at work. It‟s 
give and take really as long as you get the job done.”  
 
6.5.2.3 Unmet job expectations 
Another problem faced by one of the employees is related to his job expectations. Throughout 
the interview with this employee, it was evident that he was feeling „frustrated‟ with his current 
role as a building surveyor and CDM coordinator in the company. The problem stems from his 
expectation to be a project manager when he was first employed by QSP. He talked about this 
issue in a great detail:  
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“I was approached. They came after me here. They were looking for a building surveyor 
or senior project manager with links in the area... I've gone back to my building 
surveying group and done building surveyor projects as well basically to keep busy. The 
company likes the idea if there is another string to their boat whereby they can offer 
building surveyor services as well. It has been false on me I would say. I did not choose 
to come here as a building surveyor but you do what you do. I prefer to do more project 
management and make that quite clear and that is acceptable... In the branch office, they 
push all the CDM coordination works to me. To some of the junior staff that is my role 
and that is what I am here for. To me that was never ever the job that I was here for... My 
different role has been enforced on me so I‟m not overly happy with that. It was not my 
choice. It has been pressured on me and with everything else it makes me committed to 
make it work. That is the only thing. It is to me to make it work and that is commitment.” 
 
This situation shows that the employee‟s job expectations are unmet. Although he was appointed 
as project manager, because of the difficulty in securing new building work, he needs to do more 
building surveying and CDM work, considering that he has a degree in building surveying. 
However, he prefers managing big projects, which take a long time to materialise (as he used to 
do in his previous work) rather than carrying out building surveying work, which is normally 
short-term and small projects. Coupled with this issue is a lack of support and inadequate 
facilities for him to deliver his work: 
“Building surveying is messy. It is time taking really and there is no support here. I am 
the only one. There is no support whatsoever. They really appreciate what I‟m doing. 
Half of my workload is building surveying at the moment but there are some pressures on 
that. There is no CDM coordinator here, there is no senior building surveyor and so it is 
only me... Just do my work from experience but I cannot go to the directors and say, 
„what about this?‟ and „what about that?‟... It has been very difficult to do building 
surveying work from scratch. I have no other jobs that people have done to use as a 
guide, as a template. All the surveying reports that I did are written from the first word. I 
can write a book... I do not have the tools to do everything because they cost money. A 
building surveyor will have a damp meter, a protimeter etc., but I do not have any of 
those.”  
  
This circumstance shows that although the employee is empowered to perform his duties, he 
finds it difficult to „work on his own‟ because there is lack of support, and on top of that he has 
not been given adequate resources (i.e. tools) needed to perform building surveying works. This 
has brought more disappointment to him. In this case, other factors, particularly career 
development, have become critical for him to maintain his commitment to the organisation. 
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6.5.3 Comparisons 
The employer and professional employees mentioned the same challenges associated with 
professionals‟ commitment. Two challenges agreed by both are related to the impact of the 
economic crisis and individual employee‟s personal problems. First, in terms of the effects of the 
economic crisis, the employer was struggling to sustain the business and therefore employed 
many strategies to secure work and is focusing to reduce the operating costs for the survival of 
the business.  Meanwhile, the professional employees are being affected by some of the changes 
and feeling pressured, particularly when the company implemented a salary reduction. Second, 
personal problems are described as one the challenges that need to be dealt with in order to 
reduce the impact on the employees‟ commitment. Other challenges faced by the employers are 
monitoring work and managing conflicts, but these are not a big issue to the employer due to the 
close working relationships and the small size of the firm. As for the professional employees, 
there is one employee who feels disappointed with his current role, which does not meet his job 
expectations and is coupled with a lack of support and inadequate facilities for him deliver his 
current role.  
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The chapter has presented the findings of the first case study conducted at QSP, a small quantity 
surveying practice. First, it discusses the nature of commitment by providing the definitions of 
commitment as well as expressions of commitment. In terms of the definition of commitment by 
both the employer and employees, it is evident that there is great concern about the 
professionals‟ actions to achieve the organisational goals such as producing high quality work. 
Accordingly, QSP professionals expressed their behavioural commitment to the organisation by 
demonstrating a high level of commitment in their day-to-day work behaviour, such as being 
proactive and making extra effort, even under the pressure of the economic crisis. It is interesting 
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to note that the expressions of commitment are consistent with the definition of commitment as 
behaviour or actions to achieve the organisational goals. Moreover, it was found that there are 
three components (affective, normative and continuance) of attitudinal commitment that 
variously co-exist, which confirm the complex nature of organisational commitment. Following 
this discussion on the complex nature of organisational commitment, the chapter presented the 
findings on various factors affecting the commitment of the professional employees. The five 
main factors agreed by both employer and employee are: 1) job design; 2) performance and 
career management; 3) training and development; 4) reward management; and 5) employee 
involvement. There is strong evidence that the employees‟ positive experience at QSP has been 
shaped by their satisfaction with the implementation of HR practices that consequently affect 
their organisational commitment. Finally, the discussion moves to present the challenges 
associated with managing professionals‟ commitment. The main challenges agreed by both the 
employer and employees are related to the impact of economic crisis. The employer has 
employed many strategies such as reducing the operating costs for the survival of the business. 
However, the professional employees are being affected by some of the changes in the company, 
particularly the implementation of a salary reduction. Apart from this, there are other problems 
faced by the employees to maintain their commitment, and by the employer to foster 
commitment in the professionals. In conclusion, there are many significant issues related to the 
management of professional employees‟ commitment within a small CPS firm like QSP, which 
will be discussed further in Chapter 8. The research seeks to replicate the case study by 
conducting a second case study at another small CPS firm so that the overall findings can be 
considered robust. The next chapter (Chapter 7) presents the findings of the second case study, 
and following this, a cross-case analysis of the two case studies is made in Chapter 8.  
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CHAPTER SEVEN 
7 Case Study Two: Analysis of Results 
 
7.1 Introduction 
This chapter presents the results of the second case study conducted in this research. Similar to 
the previous chapter, this chapter is structured according to research objectives 2-4 (Section 1.5) 
and consists of six sections, as illustrated in Figure 7.1. Firstly, the background of the second 
case study is presented in Section 7.2. Secondly, the complex nature of the professional 
employees‟ commitment is explained in Section 7.3. Thirdly, Section 7.4 discusses the various 
factors affecting commitment. This is followed by Section 7.5, which highlights the challenges 
faced by the employer in managing commitment as well as the problems faced by the employees 
in maintaining their commitment. The chapter concludes by summarising the key findings of the 
second case study in Section 7.6. The chapter‟s structure diagram (Figure 7.1) is reproduced 
throughout the chapter with relevant sections highlighted to guide the reader.  
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Figure 7.1  Structure of chapter seven 
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This section presents the background of the second case study organisation (Section 7.2.1) as 
well as the organisational objectives (Section 7.2.2) and structure (Section 7.2.3) of the company. 
Following a brief introduction to the company, the background of the research participants of the 
second case study is presented (Section 7.2.4). 
 
7.2.1 Company’s Background 
The second case study organisation was established in 1992 as an architectural practice and re-
branded itself as Multi-Disciplinary Practice (MDP) in 2006. Since then, it has grown into a 
small multi-disciplinary practice providing not only architectural design services but also other 
construction professional services. The main services that MDP provides to its range of clients 
are architectural design, project management, quantity surveying, structural engineering and 
CDM coordination. Since 2009, MDP has enhanced its services by implementing new disciplines 
within the practice and is currently offering building services, interior design, party wall 
surveying and Clerks of Works services. This is to enable MDP to enhance its consultancy 
services and to allow delivery of projects from concept to completion using mainly in-house 
capabilities. By doing this, MDP hopes to attract new clients and new sectors.  
 
The firm has experience in managing diverse projects that include master planning, commercial, 
education, healthcare, residential, office, retail, conservation, religious and community centre, 
leisure and art. Its main clients are from the private sectors. These services are provided by MDP 
across three countries, namely the United Kingdom, Italy and Saudi Arabia. The projects‟ sizes 
vary from £200k developments to schemes in excess of £22 million. The firm‟s average turnover 
has been £400k for the past five years. 
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7.2.2 Organisational Objectives 
The main organisational objective of MDP is to provide a bespoke range of multi-disciplinary 
construction consultancy services to clients. The company is committed to reduce risk 
and increase value for clients investing in infrastructure, construction and property. To ensure the 
successful delivery of work, MDP members of staff work closely as a team to provide quality 
services. This was emphasised by the company‟s director: 
“Different disciplines have different views and different people have different views in 
delivering projects, but we encourage the outcomes between staff to be amicable and be 
compromised to deliver the same objectives on behalf of the clients.” 
 
By working towards the same objective, which is to satisfy the client‟s interest, MDP is able to 
secure repeat businesses from existing clients and also to get recommendations and references 
for its potential clients. 
 
7.2.3 Organisational Structure 
As a multidisciplinary practice, MDP has staff from various disciplines, as shown in Figure 7.2. 
There are five departments in the practice: 1) project management; 2) building design; 3) 
structural engineering; 4) cost management; and 5) CDM coordination.  
 
The company‟s director, who is the founder of the practice, leads the project management 
department with another professional, who works with him as an assistant project manager. The 
biggest department in the practice is the building design department, which has five architects. 
Another department, structural engineering, is led by a chartered structural engineer who works 
with one part-time technician. For cost management, at the time of the case study there was only 
one chartered quantity surveyor setting up the department. Finally, CDM coordinator works are 
under the responsibility of the head of building design, who works with another professional 
(who has two roles: assistant project manager and CDM coordinator). There are altogether ten 
professionals (all male) and two administrative staff (all male). 
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Figure 7.2  Organisational structure of MDP 
 
 
7.2.4 Research Participants 
For the second case study, altogether five in-depth interviews were conducted involving the 
director and four professional employees. Table 7.1 shows the background of the professionals 
who have been involved in this research. The company‟s director has about 20 years of 
experience working in the construction industry. Meanwhile, all four professional employees 
have more than ten years‟ experience of working within the industry and have been with MDP 
for at least two years. The four professional employees are from various disciplines and three of 
them are heads of departments. With this background, all opinions are very valuable in 
portraying a clear picture of the nature of employment relationship within the company, and 
providing important answers to the research questions. 
 
  
Director
Assistant Project 
Manager/ CDM 
Coordinator
Head of Building 
Design
Architect Architect
Architect Architect
Accounts Admin support
Head of Cost 
Management
Head of 
Structural 
Engineering
Technician 
(part-time)
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Table 7.1  Research participants of case study two 
No. Position Gender Years of 
experience 
with current 
company 
Total years of 
working 
experience 
Professional affiliation 
 
1 Director Male 19 19   
2 Head of Building 
Design 
Male 6 29 Member of Chartered 
Architectural Technologist 
(MCIAT) 
3 Head of Cost 
Management 
Male 2 12 Member of Royal Institution 
of Chartered Surveyors 
(MRICS) 
4 Head of Structural 
Engineering 
Male 2 19 Chartered Engineer (CEng), 
Member of Institution of 
Civil Engineers (MICE) 
5 Assistant Project 
Manager/ CDM 
Coordinator 
Male 4 10  
 
Following this brief introduction to the case study organisation and the research participants, the 
chapter continues to present the findings of the second case study. 
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This section presents the findings on the nature of organisational commitment among 
construction professionals. First, it describes the meaning of commitment as viewed by both the 
employer and employees (Section 7.3.1). Following this, how professional employees express 
their commitment to the organisation, in terms of attitudinal commitment (Section 7.3.2) and 
behavioural commitment (Section 7.3.3), is discussed. 
 184 
7.3.1 Definitions of Commitment 
The findings regarding the definitions of commitment are presented in this section according to 
the views of the employer and follows with the employees‟ views. Following this, the 
comparisons of the two views are made at the end of the section.  
 
7.3.1.1 Employer‟s meanings of commitment 
The employer defines organisational commitment as delivering work and being professional:  
  “To do their job... Do whatever that we asked them to do in their professional capacity.” 
He also associates the term commitment with „being self-motivated‟ and „to deliver quality 
work‟. Apart from these, the term „commitment‟ is also defined as „to remain loyal‟, as explained 
by the director:  
“I expect my staff to remain loyal while they are here, but for every employment contract 
it is permissible for it to be terminated by the other party, and that is in place to protect 
both parties. So I expect loyalty to be retained until up to that point at least as a 
minimum.” 
 
The above statement clearly indicates that loyalty does not mean „lifetime commitment‟ with the 
organisation. The implications of this finding will be discussed in Chapter 10 (Section 10.4).  
 
7.3.1.2 Employees‟ meaning of commitment 
As for the employees, commitment means being professional, which means „to act in a 
professional manner‟ and „to keep work and personal lives separate‟. Furthermore, commitment 
is defined as „delivering work to the best of one‟s ability‟, as mentioned by the construction 
professionals: 
“Working to the best of your ability and working within the timescale and practical 
budget.”(Head of structural engineering, MDP) 
 
“I come in to work to do a service. I come to work basically to do my job whatever that 
entails and to do it to my best ability.”(Assistant project manager, MDP) 
 
The quotations above illustrate that the employees relates commitment to the actions necessary 
to deliver good work. This is also supported by another employee, who defines commitment as 
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„producing high quality work‟. Another meaning of commitment held by one of the construction 
professionals is „loyalty‟:  
“Obviously if you are committed to the company, you‟ll give yourself to the company and 
be loyal. If you are committed then you are loyal to the company.” (Head of cost 
management, MDP) 
 
However, another construction professional clarified the meaning of commitment as loyalty by 
saying:  
“I think commitment is there whilst you are working with the firm... I think the age where 
you are expected to work for an employer for the rest of your life has long since gone and 
I think you do the best of your ability while you are actually working for them... You have 
that loyalty while you are working for them but you don‟t expect to work for them for 
evermore. That would be the attitude.” (Head of structural engineering, MDP) 
 
This statement reflects that the employee does not relate loyalty to „lifetime commitment‟, but to 
delivering work to the best of his ability during employment. The implications of this finding 
will be discussed in Chapter 10 (Section 10.4). 
 
7.3.1.3 Comparisons 
Generally, both the employer and employees share similar meanings of commitment, which are 
mostly related to employees‟ action such as „being professional‟, „delivering work‟ and 
„producing high quality work‟, as shown in Table 7.2. Another similar meaning of commitment 
held by them is loyalty during the employment.  Overall, there is no evidence of a discrepancy in 
the meaning of commitment between the employer and employees. A comparison of MDP 
professionals‟ definitions of commitment with the literature definitions will be discussed in the 
next chapter (Section 8.3.1). 
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Table 7.2  Definitions of commitment by the MDP employer and professional employees 
Essences of 
definition 
Employer‟s definitions of commitment Construction professional employees‟ 
definitions of commitment 
Professionalism “to do (work) in their professional 
capacity” 
“keep the work and your personal life 
separate” 
 
“conduct myself in a professional 
manner” 
 
Delivering 
work 
“to do their job” “to do my job whatever that entails and 
to do it to my best ability” 
 
“delivering your job” 
 
“working to the best of your ability and 
working within the timescale and 
practical budget” 
 
Quality “to deliver quality work” “to produce high quality work” 
Effort “being self-motivated”  
Loyalty “to remain loyal while they are here” 
 
“be loyal” 
“loyalty while you are working” 
 
7.3.2 Attitudinal Commitment 
Apart from eliciting the meaning of commitment held by the employer and employees, the nature 
of the construction professionals‟ commitment was further explored by investigating the 
different components of attitudinal commitment. The three main components of commitment are: 
1) affective; 2) normative; and 3) continuance. 
 
7.3.2.1 Affective commitment 
From the interviews, there is evidence that MDP professionals have an affective commitment to 
the organisation that is reflected by their emotional attachment to the organisation such as their 
feeling „part of the family‟, as mentioned by an assistant project manager: 
“Here we are like one big family. The reason everybody here is honest. No one deceives 
anyone in any way, which is fantastic.” 
 
This shows that the professional feels „part of the family‟ mainly because of the trust and honesty 
shared between the members of staff. Apart from this, the affective commitment of the 
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construction professionals was reflected by the employee‟s emotional attachment and 
identification with the organisation. According to the head of building design: 
“We have quite a strong brand name of MDP and most people are quite happy to identify 
with MDP, that they are working for this company.” 
 
This statement reflects the fact that the professionals feel proud to identify themselves as 
members of MDP‟s staff. In addition, affective commitment is reflected by the employee‟s 
„belief in the organisational goals and values‟. This was explained by an assistant project 
manager: 
“Basically, the values are strong ethics, honesty and raising the standard. Making sure 
you are professionals, you come well presented, and everything needs to be hygienic... 
Working as a team... Another value is learning value and continuous professional 
development. When you are here, we had our CPD here and there is always continuous 
professional development. The company isn‟t „you stop here and that‟s it‟.” 
 
This statement indicates that the employees believe in the company‟s goals and values such as to 
uphold a professional standard and continuous learning and development. The company‟s 
commitment to provide training and development to its staff is further discussed in a later section 
of this chapter.  
 
7.3.2.2 Normative commitment 
Normative commitment reflects an employee‟s feeling of obligation to stay with an organisation, 
and based on this feeling, the employee will behave appropriately and do what is morally right to 
remain loyal to the organisation. The head of cost management said: 
“Now I‟m committed to the company and fairly loyal to the company thus far and intend 
to remain until there is a fundamental change... I want to be thankful. I have been made 
redundant in my last place.” 
 
The phenomenon above shows that the employee intends to remain with MDP. This is due to the 
feeling of „gratefulness‟ to be employed by MDP after he was made redundant in his previous 
job. However, the feelings of obligation to stay with the organisation are not shared by another 
professional. 
“I am quite happy at the moment and I have no intention to leave, but I won‟t feel that a 
sense of loyalty to the firm would stop me from moving.” (Head of structural engineering, 
MDP) 
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This suggests that not all employees have normative commitment to the organisation. In this 
case, the person‟s organisational commitment is based upon other components of commitment.  
 
7.3.2.3 Continuance commitment 
From the case study, it was found that continuance commitment also co-exists and is mainly 
related to the costs and benefits associated with staying or leaving the organisation. According to 
an assistant project manager: 
“The recession out there at the moment, it is hard to go elsewhere. If you already know 
how to build a house from A to Z then you move on. Then you do yourself a favour... 
What I‟ll do with this company is I‟ll stick with it, work with it, keep going and make my 
profession a discipline for myself.” 
 
This condition exhibits that the professional stays with MDP due to the unavailability of work 
alternatives elsewhere as well as to develop his career. By considering the costs and benefits 
associated with staying or leaving the organisation, the professional‟s continuing commitment is 
built. Similarly, the head of structural engineering said: 
“Further up your career you go, the more you want to do a job well. If you don‟t try and 
obviously you don‟t put the work in and you don‟t do the job properly, because you are 
not trying to do it properly, your professional integrity as an engineer would be 
questioned and it catches up with you. There are a limited number of places you can run 
to. You have to behave professionally and do things well.”  
 
This statement indicates that the employees feel committed to do the job and to uphold their 
professional integrity because there is limited work alternative for them. This suggests that costs 
and benefits are not only related to the employee‟s feeling of staying or leaving an organisation, 
but have also become major considerations for the employee‟s actions. 
 
The evidences of the existence of different components of attitudinal commitment, based on 
various considerations, demonstrate the complex nature of commitment. The implications of 
these findings will be discussed in the Chapter 10 (Section 10.4). The chapter continues to 
explore the nature of professional employees‟ organisational commitment by describing the 
actual commitment behaviour in an attempt to capture the „real meaning‟ of commitment.  
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7.3.3 Behavioural Commitment  
There was substantial agreement among all construction professionals regarding their 
expressions of behavioural commitment to the organisation. These statements were analysed 
together with the employer‟s description of the characteristics of committed employees. The 
analysis identified four main themes: 1) sharing the same goals; 2) making efforts directed 
towards organisational success; 3) supporting the efforts of others in the organisation; 4) being 
proactive; and 5) taking criticism positively. Each theme is discussed and illustrated by extracts 
of the interviewees‟ statements in this section. 
 
7.3.3.1 Sharing the same goals 
The construction professionals expressed their commitment by sharing the same goals with the 
organisation. This is demonstrated by the consistency of their actions with the organisational 
goals such as providing quality consultancy services to satisfy clients and developing 
professional capabilities. This was mentioned by the construction professionals: 
“We have to offer the best possible service to the clients... It has to be a combination of 
both commitment to the company and personal ambition.” (Head of building design, 
MDP) 
 
“And one of my aims is I would like to get chartered at some stage. Maybe next year I 
would probably start my RICS because that would not only benefit me but would also 
benefit the company. I‟ll be doing this for myself as well as the company.” (Assistant 
project manager, MDP) 
 
7.3.3.2 Making an effort for organisational success 
The importance of making an effort to demonstrate commitment was agreed by all four 
construction professionals. For instance, the professional employees are willing to put in extra 
effort such as working extra hours. According to the construction professionals: 
“I put a lot of extra effort into the company. I come in early. I come in half past eight and 
go back half past five. I could go at five but I give this company 2½ hours every week or 
probably more if I don‟t have my lunch. I‟m not paid for that. I do that on my own.” 
(Head of cost management, MDP) 
 
“Coming in early and starting on time, that shows commitment. Be prepared to spend 
extra time when necessary.” (Head of building design, MDP) 
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“I‟ll try to come to work early... No overtime [paid] but we do it for free and even work 
during lunchtime sometimes. Put your extra efforts in. This is really extra time and extra 
work.”(Assistant project manager, MDP) 
 
The phenomenon above indicates that the professionals take their extra time spent at the office as 
an important action to show their commitment to delivering work. It is interesting to note the 
work culture at MDP as described by two employees: 
“We have never been asked to work beyond half past five. In fact most of us would go 
home by half past five, which is very good. The culture here is very good. You are not 
very practical to work beyond half past five.” (Head of cost management, MDP)  
  
“Instead of opening the office at nine o‟clock, we open the office at quarter past eight or 
half past eight. Most people are here at half past eight. This office will be opened at nine 
o‟clock before, but what happened in the last six or seven months the office is now open 
at half past eight every morning.” (Assistant project manager, MDP) 
 
This situation reflects the fact that normally the employees are not required to work long hours. 
As such, the extra hours that they put in are by coming in early to work (about half an hour), 
working during their lunch break and going home a bit later after work (about half an hour). This 
has been approved by the employer as a committed behaviour. The employer described 
committed employees as those who make an effort such as „putting the hours in‟ and „detailing 
the work‟ to produce high quality work for organisational success.  
 
7.3.3.3 Supporting the efforts of others in the organisation 
Commitment is also expressed by supporting others in the firm, particularly during the difficult 
economic downturn. This was mentioned by the employees: 
“We sit together for projects. Somebody might know more about one element.” (Head of 
building design, MDP) 
  
“The attitude with this workplace here is that you work as a team and work as though 
you want the company to grow... As long as we all look at this [the company] like a boat, 
we all want it to sail on the sea, keep sailing and don‟t let it sink. You‟ve got to have the 
same attitude when you come to work. You are not a massive company. Every person is 
part of the company. If one person is weak, it affects everybody else. But if two or three 
are weak, they affect the boat.” (Assistant project manager, MDP) 
 
These statements reflect the professionals‟ commitment to work as a team and support each 
other. 
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7.3.3.4 Being proactive 
Commitment is also demonstrated by the employees‟ proactive behaviour such as coming up 
with new ideas and finding new projects.  This was approved by the employer: 
“I think it‟s fairly obvious whether they are committed or not. They come out with ideas, 
proposal and projects.” 
 
7.3.3.5 Take criticism positively 
One employee described his positive attitude in taking criticism as a committed behaviour. 
According to an assistant project manager: 
“Having a good attitude at work... Sometimes the boss does shout at me but he is doing 
that for my own good... I‟m one of those people that can take criticism and I can take it 
positively.” 
 
In summary, MDP professionals‟ commitment is characterised by diverse definitions and various 
attitudinal and behavioural expressions. The comparisons of these findings with existing 
literature will be discussed in the next chapter. There are certainly diverse factors that influence 
the professionals‟ commitment. The findings regarding the factors affecting commitment are 
presented in the next section. 
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This section presents the findings regarding the factors affecting the organisational commitment 
of MDP construction professionals. First, the views of the employer on the HR practices that are 
designed and implemented by the company to foster organisational commitment are discussed 
(Section 7.4.1). Following this, the views of the professional employees about how they have 
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experienced the HR practices and whether they recognise the strategies as important to their 
commitment are highlighted (Section 7.4.2). Finally, a comparison is made between the two 
views to identify any discrepancies as well as similarities (Section 7.4.3).  
 
7.4.1 Employer’s Strategies to Influence Commitment 
There are many strategies adopted by the MDP employer to develop and maintain the 
commitment of his professional construction employees. The analysis of these various strategies 
has identified five main areas:  
1. Job design;  
2. Performance and career management;  
3. Training and development;  
4. Reward management; and 
5. Employee involvement. 
Each strategy is discussed and illustrated by extracts of the employer‟s statements in this section. 
 
7.4.1.1 Job design 
The employer described „the work itself‟ as one of the most important factors in fostering 
employees‟ commitment. According to the employer: 
“Most people who are working here are actually enjoying the work and have 
commitment with the company. Obviously the economy at the moment is difficult. In the 
past you can actually get a high-paid job but now you do it because you enjoy the job.” 
 
This statement indicates the importance of „the work itself‟ to the employees. Accordingly, the 
employer makes an effort to provide jobs that meet the employees‟ expectations such as task 
identity and skills variety. For instance, at MDP, all construction professionals are given the 
opportunity to perform different tasks that require different skills, as mentioned by the employer: 
“We do try to swap things a little bit so that someone is just not doing the same things all 
the times.” 
 
Another important aspect of the job is the contextual characteristics in which the job is 
performed. The employer strives to provide a pleasant working environment and encourages a 
mutual working relationship:  
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“Not a loose and relax environment but a happy and comfortable working environment. 
An environment that is accepting and considerate because that is what I would expect 
when I was employed.” 
 
It is perhaps worth noting that the above statement was the director‟s first response when he was 
asked to identify the company‟s main strategy to enhance commitment. The employer 
encourages an open, friendly working environment to foster good working relationships. From 
the interviews as well as observation at the office, this is possible with the open layout of the 
office. In terms of the office layout, there are two floors. The first floor is the main space of the 
office that locates the workstations of all employees including the director, reception and the 
kitchen pantry. The ground floor locates the meeting room.  
 
On the first floor there is no divider between the workstations, as shown in Figure 7.3 and Figure 
7.4. According to the director: 
“There is no barrier between departments.” 
 
This situation suggests that all employees‟ (from various disciplines) work very closely at MDP. 
It is not a massive office, and its open-plan layout allows close interaction between all members 
of staff. 
 
 
Figure 7.3  MDP director and heads of department’s workstations 
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Figure 7.4  MDP architect’s workstation 
 
Another interesting characteristic of the layout of the office is the „central hub‟ that is located in 
the middle of the first floor. At the central hub there is a kitchen pantry, a table and chairs and 
cupboards for hanging jackets/coats, as shown in Figure 7.5. Near the central hub there is a 
staircase leading to the meeting room on the ground floor and also a printer and photocopy 
machine, as shown in Figure 7.6. From the observation at the workplace, the central hub is an 
important meeting point that „links‟ all members of staff. It is the place where the employer and 
employees have their lunch together and have informal discussions and chat after formal 
meetings or training sessions (in the meeting room). The director also talked about the central 
hub: 
“It is encouraged that everybody comes at lunchtime and sits at this table. So this is like 
an opportunity for you to relax and talk about something else other than your job. If 
everybody sits at their own computer all the time doing their own thing, you‟ll become 
what we call solo and here we encourage everybody to talk to each other. Even the office 
layout is orientated towards that. This is the central hub. Everybody comes and puts their 
jacket here in the morning. Everybody will come and make tea here from both sides of the 
office. Everybody will come and eat here. So this is the hub and it brings everybody 
together.” 
 
The situation above describes the employer‟s strategy to optimise the office‟s open layout and 
„central hub‟ to foster open communication and to reduce barriers of communication between 
departments. The employer emphasises the need to „talk and listen‟ to ensure good 
communication, which positively influences the employee‟s commitment.  
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Figure 7.5  Central hub of the MDP office 
 
 
Figure 7.6  Staircase, printer and photocopy machine near the ‘central hub’ 
 
7.4.1.2 Performance and career management  
The other strategy mentioned by the employer is performance and career management. In terms 
of performance management, the employer makes an effort to implement a standard procedure 
for monitoring employees‟ work performance. At MDP, the employee‟s work is counted by a 
system called „time slips‟, which require an individual employee to record the work that they do.  
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Basically, they need to allocate a job number to the amount of work they have done daily. The 
employer clarified the system further by saying: 
“We have a system for recording our time called „time slips‟. Every project that we are 
working on we have to record it as we go along and it is a very efficient system. When we 
get projects, we try to work out in advance exactly how much time we are going to spend 
on that project. We go through it. Say we‟ve got ten drawings to do; we will go into the 
details and decide how long to do this one and this one. The people who are going to 
work on it will sit together and decide say this project is going to take 20 days including 
meetings with the client. And we also look at past experience to get it right.” 
 
The intranet „time slip‟ system enables the employer to monitor the employee‟s work and at the 
same time gives accountability to the employees. Apart from this formal mechanism, employees‟ 
performance is also being monitored through day-to-day informal interactions between the 
employer and employees. The open-plan office layout provides him with an advantage:  
“Open space helps because I can see what everybody is doing. At the moment it works 
quite well because everybody can see what everybody is doing.” 
 
This statement suggests that the employer can monitor the employees‟ work very closely. With 
this close monitoring of employees‟ work through the formal time slip systems and informal 
observation, the employer then makes an assessment of their performance. In addition, there is a 
regular performance appraisal, as described by the employer: 
“We do have regular performance appraisals every six months. We have the format 
where the goal is to achieve personal development and the area that they need to score 
more. And then we have a further review to see whether they have achieved what they are 
supposed to achieve and whether they did well or not very well. We do that on a regular 
basis, every six months. It is a formal meeting where the director, head of department and 
one of the employees attend... There are several tasks; for instance, they have to 
familiarise themselves with the building regulations and then they will be assessed 
whether they achieve that or not. It is a kind of mutual discussion. I will know what they 
have been doing as well. There is a form filled in by the person who is appraised as well 
as the line manager. They [the staff] keep the form [get the feedback]. Part of the 
appraisal form is training.” 
 
The above statement describes the performance management system at MDP. It suggests that to 
some extent, performance management at MDP is structured and formalised, such as setting 
performance criteria agreed by both employer and individual employee, which is used for 
assessment, and written performance feedback is given to the respective employee. This 
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demonstrates the employer‟s concern for the professional employees‟ work outcomes, which are 
significant for a small CPS firm like MDP. 
 
In terms of career management, according to the director there is very limited opportunities for 
employees to climb up the career ladder within the firm. However, employees are given a lot of 
opportunities to enhance their employability by taking more responsibility and learning new 
skills. This was mentioned by the director: 
“There may not be the opportunity for everybody to become a director or head of 
department here, but there is the opportunity for each individual to take more burdens on 
them than they would if they are a small fish in a big pond. Whereas here, they may be 
able to classify themselves as a big fish in smaller pond, where each individual is given 
more to do and more opportunity than they would have in a bigger organisation. And if 
they are those who want to become directors, they know that they are in the wrong 
organisation.” 
 
The above statement illustrates that the employer has made it clear that there is very limited 
internal promotion opportunity within small firms like MDP. In this case, the employer offers 
other factors such as training and development for the employees to achieve their career goals in 
the future.  
 
7.4.1.3 Training and development  
The employer described training and development as one of the important strategies to enhance 
the organisational commitment of the construction professionals. Despite the limited resources as 
a small firm, MDP is committed to providing training and development opportunities to its 
construction professionals. According to the director:  
“This is difficult. Sometimes we give a grant but very little. I can‟t do it to everybody. If 
everybody wants it I can‟t. We try to identify courses and do it. If a member of staff is 
here for two years and never goes to a single training course, he will feel that we are not 
investing in him and he has given his time but we are not trying to give anything back to 
him.” 
 
This statement indicates the company‟s commitment to provide formal training to every 
employee. In identifying an employee‟s training needs and developing an individual training 
development plan, the matters are discussed during the performance appraisal. This was 
explained by the director: 
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“It is part of increasing their technical knowledge and understanding of new methods 
and techniques in the construction industry. We have an appraisal and through the 
appraisal we identify what they want to do and where they‟d like to go. It is decided 
based on individual needs and also the company‟s needs.” 
 
This statement indicates that the employees are given the opportunity to express their training 
needs. Following discussion and agreement with the employees, the employer organises a 
training program such as CPD training course. 
“We organise CPD... Today at lunchtime we got an office training session on acoustics 
in educational buildings. One of the guys will be giving that presentation to everybody 
else. Sometimes I do it. It depends. It can also be people from outside.” 
 
Apart from CPD seminars and short training courses, there is also on-going training involving a 
few employees who pursue professional degree courses at university. During the case study, 
there were three construction professionals who were pursuing part-time professional degree 
courses at university. Their tuition fees are paid by the company and they are tied to a three-year 
training scheme in which if they leave MDP after the degree, they will have to pay for it. On top 
of that, the employees are given one day release. All these actions are the company‟s strategy to 
develop the employees‟ capabilities as well as to enhance the employee‟s commitment to the 
organisation.  
 
7.4.1.4 Reward management 
Another strategy mentioned by the employer is reward management. The director explained how 
salary is determined at MDP:  
“Every year, they get a pay rise. The pay rise will be based on how I feel they have 
performed and the market value. It is how I feel they have performed personally because 
I am in touch with the employees. It is what I can afford. Bigger organisations may 
choose to create scales, although many still don‟t because the people who are making 
decisions on pay rises like HR are not close with the employee, but here I am half the HR 
department. I am in touch with my employees.” 
 
The above statement clearly indicates that salary is subjective on the employer‟s decision. The 
employer assesses the employees‟ performance and rewards them appropriately. At MDP, the 
employees are rewarded for their performance with a salary and annual pay rise. There are 
neither monetary rewards (such as a bonus) nor non-monetary rewards (such as benefits) given to 
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the employees. This is due to the limited financial resources of the firm, especially in the midst 
of difficult economic conditions.   
“Salary is difficult at the moment. You can‟t get a high salary. We do occasionally have 
company events, like we went to go-cart racing and things like that. But other than that 
we don‟t have any benefit at all. That is all about it. Salary is really tight.” 
 
This statement demonstrates the difficult situation faced by the employer in rewarding the 
employees.  In this case, the employer relies more on other strategies to develop and maintain the 
organisational commitment of the construction professionals. 
 
7.4.1.5 Employee involvement 
One of the important strategies used by the MDP employer is employee involvement with the 
aim to ensure good communication and to give employees the opportunities to have an impact on 
decisions that affect their jobs. Generally, communication between the employer and employees 
and among the employees themselves is informal, particularly with the close working 
environment at MDP. Apart from informal communication, there is some form of formal 
communication practiced within MDP. According to the employer: 
“We were just discussing this morning that if we are going to issue things across 
departments within the company, we need to record everything. We don‟t hand somebody 
a drawing without having a proper issue sheet. We might e-mail them but we still need to 
do the issue sheet so we can record as if we are from outside the company. We don‟t do it 
informally. Calls for meetings are normally through internal e-mails.” 
 
In this case, MDP attempts to optimise communication by using both formal and informal 
mediums of communication. Normally, important decisions are made in a formal meeting. For 
example, at least once a month there is a management meeting (involving the director and heads 
of department) to discuss workloads and other matters. According to the director:  
“On a monthly basis I have a meeting with all heads of department to be clear with what 
we are doing and where we are going. Then I rely on the heads of department for them to 
talk to their own department.” 
 
This shows that regular management meetings are in place to ensure better coordination of work 
between all departments. In addition, there is also a formal departmental meeting (involving head 
of department and members of the department), a general staff meeting (involving all members 
of staff) and project meetings (involving professionals working in a particular project, as shown 
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in Figure 7.7). However, it is important to highlight an important point made by the director in 
terms of employee involvement in the decision-making process. According to the director:   
“It is very limited. Only heads of department will take the power to make decisions, but 
the subordinates will have limited involvement in decision making because we have a 
very small tree. We are a small company so the subordinates are not in the position to be 
exposed to making decisions because the senior is only a desk away and he has much 
more experience than them. So there is no need. If there are five people between the 
lowest staff and the director then the chain of decision making would have applied, but 
here there is no need. It is shallow on the ground.” 
 
This suggests that the authority to make decisions is limited to the director and, to some extent, 
includes all heads of department. This is due to the small number of management layers at MDP 
(see Figure 7.2 in Section 7.2.3). 
 
 
Figure 7.7  Project meeting in MDP meeting room 
 
In summary, the MDP employer relies on five main strategies to foster organisational 
commitment: 1) job design; 2) performance and career management; 3) training and 
development; 4) reward management; and 5) employee involvement. The next section presents 
the views of the professional employees about how their experience of the HR practices and 
whether they recognise the practices as important to their commitment.  
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7.4.2 Employees’ Views on Factors Affecting their Commitment 
There are various factors mentioned by MDP construction professionals as important to their 
organisational commitment. According to the professionals: 
“It is a lot of things. I think the things that influence commitment to the company 
probably varies as you go through life and depending on what your priorities are.” 
(Head of structural engineering, MDP) 
 
“I‟m doing this job for too many reasons.” (Assistant project manager, MDP) 
 
Further, after discussing all the factors, the professionals were asked to state the relative 
importance of the factors to their commitment. The question asked was: “Are all these factors 
equally important or is there any factor that is more important?”  
 
The professionals mentioned specific factors that are most important to their commitment. Based 
on these responses, the most important factors affecting commitment of each individual 
employee have been identified, are shown in order of importance in Table 7.3. The different 
colour shading used in the table is to highlight factors mentioned by more than one construction 
professional.  
 
Table 7.3  Main factors affecting MDP professionals’ commitment 
 Case Study 2: Multi-Disciplinary Practice 
The order of 
importance 
Head of building 
design 
Head of cost 
management 
Head of structural 
engineering 
Assistant project 
manager 
First Job 
characteristics 
Job 
characteristics 
Job 
characteristics 
Career 
development 
Second Working 
relationship 
(other factors are 
equally important) 
(other factors are 
equally important) 
Fair and 
reasonable salary 
Third (other factors are 
equally important) 
  (other factors are 
equally important) 
 
 
All the specific factors identified in Table 7.3 were analysed together with other factors 
mentioned by the construction professionals as important to their commitment. The analysis of 
these diverse factors identified six main areas:  
1. Job design;  
2. Performance and career management;  
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3. Training and development;  
4. Reward management; 
5. Employee involvement; and 
6. Personal characteristics. 
Each factor is discussed and illustrated by extracts from the construction professionals‟ 
statements in this section. 
 
7.4.2.1 Job design  
Job characteristics have been cited as the most important factors affecting commitment by three 
of the professionals interviewed, as shown in Table 7.3. They mentioned the importance of „the 
job‟ to the professionals:  
“The fundamental thing is I‟ve got a job. That is the primary thing. Secondly, I think 
you‟ve got to like what you do. Those come before any of those factors.” (Head of cost 
management, MDP) 
 
“The satisfaction of doing the jobs properly, seeing the end results and in architecture 
the results are concrete and we can look at it.” (Head of building design, MDP) 
 
“Basically the main factors that drive me to work in this company is I have enough 
feeling that one day I want to build a real big building. It could be hotel, I don‟t know… 
I‟ve got this passion that I want to learn and I want to make a building. I want to make a 
big building. I enjoy what I do.”(Assistant project manager, MDP) 
 
Both the quotations above demonstrate that the main reason for the professional to remain 
committed is their profound interest in the job that they are doing. They are interested to see the 
„end result‟ of their services. In relation to this, the nature of the job was mentioned as very 
important to their commitment. Task identity is among the significant aspects of the job, because 
it allows the professional to undertake the work from the pre-construction stage to the 
construction stage until completion. This was mentioned by an assistant project manager: 
“Here you learn everything from inception to completion. There are certain projects here 
that I started from the inception and I want to see them till the completion. So I get the 
full experience from inception to completion.” 
 
The above statement indicates that task identity contributes to a positive feeling among the 
employees when they feel that they are being given the opportunity to learn and develop their 
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capabilities by taking the responsibility of managing a project from start to finish. Another 
attraction of the job is the variety of work. The professionals describe the work they are doing as 
„interesting‟ because it involves managing diverse construction projects that include different 
types of projects, diverse construction phases and various clients. This was described by an 
assistant project manager: 
“The other future for me is to broaden my horizon. To get involved in different kinds of 
building – maybe hotels or renovation work.” 
 
Another important job characteristic that is found to be significant in influencing the 
professionals‟ commitment is „task autonomy‟. According to the professionals: 
“Generally day to day I was given autonomy for making decisions. In fact any decisions 
related to quantity surveying are referred to me by the other parties because they think 
that I am the best qualified person to make the decision. I think it is important for you to 
have the freedom to make decisions.” (Head of cost management, MDP) 
 
 
 “I want a reasonable amount of autonomy. I think you need enough autonomy to feel 
that you can do what you want but not complete autonomy where you feel that you are on 
your own. I think I‟m getting a reasonable amount of autonomy.” (Head of structural 
engineering, MDP)  
 
The quotations above illustrate the importance of task autonomy to the professionals. They were 
given a reasonable amount of autonomy by the employer depending on their individual position, 
knowledge and experience. For example, the heads of department are given discretion to work 
out the allocation of time needed for each particular job.  
 
Further, the contextual characteristics in which the job is performed are also described as factors 
affecting the commitment of the construction professionals. It is perhaps worth noting that one of 
the construction professionals identified working relationships as the second most important 
factor affecting his organisational commitment. According to the head of building design: 
“Being in an appropriate working environment is more important than a high salary.” 
 
The above statement suggests the importance of a pleasant working environment to the 
professional. During the observation, the researcher witnessed the friendly working environment 
within MDP. For instance, members of staff eat together at the „central hub‟ and informal 
chatting often occurs within and across departments. It is evident that the open space layout of 
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the small office allows quick communication to occur easily. This was also mentioned by the 
construction professionals: 
“Here everything is in house. Communication is very good and very quick. I get 
responses almost instantly whereas previously it would have to take a day or two and 
depending on whether the guy is in or out, whereas that‟s not going to happen here 
because I can see them and talk to them. That is a good thing as well. Communication is 
generally verbal. We sit at the glass table [near the pantry] or come down here [in the 
meeting room] if I need to speak to the design team and have a discussion.” (Head of 
cost management, MDP) 
 
“It is a very open office... The other thing is having the multi-disciplines; if we need to go 
ask any question to the engineer or the quantity surveyor we can just walk around the 
office and speak to them, which is a lot easier than having separate companies and 
separate services, which is more conventional.” (Head of building design, MDP) 
“I‟ve always enjoyed working in this sort of multi-disciplinary practice... It is interesting 
to work with people of all levels. It‟s something that is in some way quite rewarding 
because it is good that when I have a question for the architect I walk down the office, 
and when he‟s got a question for me he walks down the office rather than having to e-
mail the questions and deal with it in two days‟ time... We got an advantage that we know 
every person well and get used to each other and you know the working pattern, what 
information you‟ve got and we work much closer.” (Head of structural engineering, 
MDP)  
 
All these statements clearly show that communication across departments becomes 
straightforward and immediate within the current setting of the office. The employees enjoy the 
advantage of working in a small multi-disciplinary set-up like MDP, and its open-plan layout 
allows strong communication between all members of staff. Basically, they do not need many 
formal mediums of communication such as e-mail and internal phones, just face-to-face 
communication, which is simply „walk and talk to people‟. 
 
In terms of the working conditions, there is some disagreement among the employees. According 
to one employee:   
“The office has a professional environment. It‟s clean. It‟s modern. It‟s not too old.” 
 
However, another professional raised the need for improvement in some aspects of the working 
conditions: 
“I think they should take the office‟s chairs as far as they can because they are awful. 
They look splendid and ideal for the company but for a desk chair they are not 
comfortable. They do strange things. Some of the office‟s furniture I would like to see 
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change. The computer systems doesn‟t always work quite well as it does perhaps get 
messed up with too much. Not really the software but it‟s more the hardware, the server, 
the Internet connections and the machine.” 
 
In general, all these statements suggest that the physical working environment has different 
impacts upon the employee‟s commitment to the organisation. However, the employees agree on 
all other aspects of the job as important to their commitment. 
 
7.4.2.2 Performance and career management  
Performance management was also mentioned by the professionals as a factor affecting their 
commitment. In general, the employees gave positive responses about their experience with the 
performance management practices at MDP. For example, two of the professionals expressed 
their views:  
“My six months appraisal was very good feedback and very positive. Everybody was 
pleased and just keep up the good work. Obviously there was a financial incentive. It was 
very good and very orthodox. I suggested that we go for a walk because I don‟t think it is 
private enough to have that discussion in this meeting room. So we went around the town 
and sat down at a bench and discussed it. It was good. It wasn‟t formal but the feedback 
is all verbal and then confirmed in writing.” (Head of cost management, MDP) 
 
“I‟ve always taken the view that for appraisals, if you know your staff well it should be 
relevant. If you are actually interacting with your staff on a daily basis in a firm of this 
size then it should be relevant... I often found in the past, not here obviously, but in other 
firms that appraisal is something that the QA system says we must do this once a year 
and sit down every six months but it is totally irrelevant. I think appraisal is an 
opportunity for a two-way dialogue to say what you have done well, what needs to be 
improved and what the firm is doing well.” (Head of structural engineering, MDP)  
 
Both statements suggest that although performance management at MDP is described as 
informal, the employees believe that it is relevant and suits the nature of the small firm. In terms 
of career management, one of the professional employees identified career development as the 
most important factor affecting his commitment, as shown in Table 7.3. Throughout the 
interview, the employee talked about his career ambition and his plan to achieve that ambition. 
Among his goals are to be a qualified project manager and to become a senior project manager. 
In achieving these ambitions, he is pursuing a master‟s degree, funded by MDP, and is working 
closely with the director in a project management role, as well as assisting and learning from the 
head of building design in a CDM coordinator role. The professional believes that he has 
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received the necessary support for him to achieve his career goal. The other professionals 
interviewed (who are the heads of their respective departments) also shared the same feeling. 
According to the professionals:  
“I think ultimately my career ambition is to have my own practice one day. I‟m not sure 
whether I will achieve that and whether I want to do it with all the baggage that comes 
with your own practice. If I can grow the practice here and have three or four people 
working for me here then I‟ll almost achieve my ultimate goal. At the moment, I‟ve got all 
the support I need at my disposal. I‟m already on top of the line in this organisation but if 
I‟m in a bigger organisation, I probably wouldn‟t be.” (Head of cost management, MDP) 
 
“I expect to have the opportunity to grow my career, opportunity to work on interesting 
projects and to develop a certain amount of client interaction not only on technical 
matters but also in the marketing to bring in work... Climbing up the ladder is limited. It 
is always an interesting thing that in smaller firms the possibility to climb up the ladder is 
limited but you are fairly climbing up the ladder anyway. I suppose that I quite like to be 
a big fish in a small pond. There is a limited amount that you can do for your career. If 
you are not realistic in where you are going and the limitations within the firm then you 
are probably somebody who the small firm doesn‟t suit. Possibly that sort of people are 
actually more suited to big firms.” (Head of structural engineering, MDP) 
 
These statements reflect the professionals‟ feeling of satisfaction with their current position in 
the company. They seem to be realistic about career advancement opportunities within a small 
firm like MDP, and at the same time they also believe that there is no guarantee of career 
advancement within large organisations. The bigger hierarchy within a large organisation would 
mean that an employee is affected by the perception and appraisal of more than one superior, and 
this may become a barrier for the employee to climb up the ladder. They also believe that there is 
greater competition within a large firm, where there would be many candidates applying for one 
higher position. Whereas in a small firm like MDP, the employees believe they have an 
opportunity to grow their career by taking more responsibility and learning new skills with direct 
interaction with the clients and the other members of the project teams. For example, one 
employee said: 
“It‟s a good opportunity for me. It‟s a small company but it‟s growing. I‟m learning a lot 
of things, whereas if I had ended up in a big company I would have been given one task 
which is probably worth a million but they would say, „Look, this is your job, deal with 
this‟, but here I get knowledge of everything… I would recommend this to anybody, 
anyone who is a graduate to try to approach small and medium sized businesses, get few 
years of experience so that you can get good knowledge of the whole process and then 
you can apply for a bigger company and specialise in whatever area that you‟re looking 
at.” (Assistant project manager, MDP) 
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All this evidence suggests that the professionals acknowledge that the performance and career 
management practices suit the nature of the firm, as well as their personal needs.  
 
7.4.2.3 Training and development 
Another factor affecting the professionals‟ organisational commitment is training and 
development. The employees believe that they need to be up to date with current knowledge for 
them to deliver quality professional services. This was mentioned by the professionals: 
“Yes, it does influence commitment. It is vital. It is changing so fast and you need to keep 
up to date. It is not a choice really. You have to do it. In fact for your professional 
qualification like me with the CIAT, I have to do a certain amount of training every year 
and I have to document it.” (Head of building design, MDP) 
 
“I think training is an on-going thing. For as long as you are in practice, you can always 
learn. I have not been to any training course while I‟m here but I‟m looking to go to one 
in the New Year. It‟s a course about contracts, in particular contract documents. All my 
experiences have been on the older type of contract which is no longer used now. So I‟m 
going to a two-day course early next year. It is a useful thing to have. Other than that, 
there is not that many courses that I need to go on because I had attended many training 
in the last 12 years. But if I feel that there is a course that I need to go on I‟ll raise it to 
the director and I‟m sure subject to reasonable fees and if they feel it is beneficial for the 
company, they will be happy to let me go.” (Head of cost management, MDP) 
 
“And also supporting training courses that I wanted to do like CPD so that we keep up to 
date. I find the firm thus far is supportive in that sort of thing... I also expect them to 
support me in my membership of professional institutions if I decide to take some more, 
not necessarily financial support but encouragement. I feel that I do get all these.” (Head 
of structural engineering, MDP) 
 
The above statements suggest that the employees value both informal on-the-job learning as well 
as formal training courses. The employees normally identify training relevant to their needs and 
forward the suggestions to the employer. They believe that they have received the necessary 
support from the employer for them to keep developing their capabilities through training. An 
assistant project manager highlighted an interesting point about his learning experience at MDP:  
“I‟m not just coming here only doing project management but I‟m coming here doing 
multidisciplinary work. So I‟m learning. For example, like today we had a guy came in to 
give us training and he was talking about protecting drainage and the kind of membrane 
needed for that. I would never have a clue as a project manager but because I‟m sitting 
with structural engineers, sit with the quantity surveyor and sit with the architects, I‟m 
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picking up basic stuff and it‟s handy for me. Developing my knowledge, attitudes and 
improving my awareness. It‟s definitely improving my skills.” 
 
The above statement reveals that by being in a multi-disciplinary firm like MDP the 
professionals have the advantage of learning from each other. Moreover, they have respect for 
each other because of their vast knowledge and experience (more than ten years working 
experience in the construction industry, as previously shown in Table 7.1). Every employee has 
the opportunity to learn diverse knowledge from other disciplines, which ultimately improves 
their understanding of construction and enhances their capabilities. Consequently, this has 
positively influenced their commitment. 
  
7.4.2.4 Reward management 
The construction professionals also view reward as a factor affecting their commitment. For 
example, a fair and reasonable salary was identified as the second most important factor 
affecting commitment by an assistant project manager, as previously shown in Table 7.3. 
According to this professional: 
“It‟s ok not brilliant... You are not getting any bonus or anything. It‟s just that you do 
your work, you get paid and you go home...If they don‟t take care of me and don‟t pay me 
better then I‟ll leave. This is the honest opinion... The finance side of things is secondary 
because I know the financial side of things will grow. But what I‟m saying that if they 
don‟t grow here, if I don‟t get paid more here, then maybe two or three years down the 
line I‟ll move elsewhere.” 
 
The above statement reveals the importance of monetary reward to this professional. There is a 
high expectation of salary increment and it becomes an important consideration for him to stay 
or leave the organisation. However, the other professionals do not have a high expectation of 
getting a comprehensive reward package at MDP.   
“We don‟t have benefits like pension provisions that are quite understandable given the 
size of the company; we don‟t have it.” (Head of structural engineering, MDP) 
 
“I have been fairly ok to date. There is always room for improvement in terms of 
financial packages... If you‟re working for a bigger organisation you expect a lot more 
than what you get in a smaller organisation that probably tries its best to stay in this 
current environment... There are lots of things that I believe I should be getting but not in 
this practice because I don‟t think they are financially wealthy enough to be able to do 
that. Not because they are a greedy organisation but they are just not financially wealthy 
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enough to be able to offer you those benefits... Smaller companies don‟t give you all that 
you deserve because sometimes they have not enough financial position to offer you those 
benefits.” (Head of cost management, MDP) 
 
The above statements suggest that most of the employees acknowledge the financial constraint of 
the employer of a small firm like MDP. The employees have been offered only salary, but no 
other benefits or bonuses, and they have accepted that. In terms of salary increment, it is entirely 
subject to the employer‟s discretion, as mentioned by the head of cost management: 
“If your boss is ok, it is up to you to negotiate. It‟s not like pay scales that you get in 
some professions. It‟s down to negotiation and what the best you can negotiate for 
yourself.” 
 
It is perhaps interesting to note a statement made by the head of cost management about his 
experience working in a larger firm where he was paid a higher salary compared to what he is 
getting at MDP:  
“I have been paid a lot more in previous practices but you are expected to earn that 
money. There are a lot of pressures... Here the pressure is not so intense and equally the 
financial packages reflect that... I would prefer to work in a smaller organisation with 
not so much financial incentive but at least you don‟t have the stress. The construction 
industry can be a very stressful industry. Sometimes if the stress is not there, you are a lot 
happier.” 
 
This evidence shows that there are many other factors at a small firm like MDP which are valued 
by the professionals, even, as in this case, if the reward is not as attractive as the reward that 
bigger firms can offer.  
 
7.4.2.5 Employee involvement 
From the interviews with the construction professionals, there is evidence that suggest that the 
employees‟ organisational commitment has been shaped by employee involvement practices. 
The two main areas related to this practice are: 1) communication; and 2) empowerment. 
 
First, communication between the employer and employee has been described as „good definite 
communication‟. The structure of the company, with only one director as top management, 
allows quick decisions to be made and „a clear channel of communication‟. Moreover, all 
employees work very closely with the director and this allows continuing communication 
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between them. They can easily communicate with the director to give opinions or to seek 
clarification on matters affecting their jobs, as mentioned by an assistant project manager:  
“We‟ve got good definite communication here. It is a clear channel of communication. 
There is no problem with talking to someone higher in the hierarchy. There is no problem 
if we want to go direct to the director because it is only a few of us here, but in a big 
company it will be different.” 
 
Another construction professional described the employee involvement practices at MDP:  
“We have Investors in People and one of the requirements is a monthly meeting. We go 
through the project, like I go through that with my department. We will see who is going 
to do it and which task within the projects. We discuss who is the best to do it and how 
long will it take... So they are involved in planning the work within the office. That 
meeting is every month, at the beginning of each month. It is a departmental meeting and 
occasionally we will have a whole office meeting. Today we had a meeting before you 
came. We are trying to do new filing systems. So we had a meeting to go through that and 
to involve staff in that kind of decision.” (Head of building design, MDP) 
 
The above statement indicates that the employee believes that the employer has given the 
opportunity to all employees to become involved in their work and organisation through the 
medium of regular formal meetings.  
 
Second, in terms of empowerment, the professional employees, particularly the heads of 
department, have identified the practice as an important factor affecting their commitment. For 
example, two heads of department emphasised the importance of empowerment:   
“I‟m in charge of the financial aspect of the department or the financial viability of the 
department and that‟s quite attractive to me... I‟ve got the opportunity to draw the 
practice. I‟ve got the opportunity to take charge of my own department, which isn‟t an 
opportunity that you can get in bigger organisations. Although I was at fairly high level 
at my previous practice, I wasn‟t in charge of my own department. Here I‟ve got the fees 
and I help to put in the fees together and then I worked out the allocation of times I 
should spend on the jobs and I‟m involved with the turnover... Obviously, if the decision 
may affect the company as a whole, I may have to sit down with the heads of other 
departments... I‟m in charge of myself. I‟m in control of my projects. I‟ve got no one to 
answer to ... here I can do things the way I want to. I do things the way that I think is 
right and to the best of my ability.” (Head of cost management, MDP) 
 
“It would not be nice if somebody always looked over your shoulder and always 
questioned every decision. It would only be an issue if there is a decision that I felt very 
strongly against, but I haven‟t had anything that I strongly disagree with. I would expect 
to be trusted. With 19 years‟ experience, if somebody is going to question my decision I 
will get upset.” (Head of structural engineering, MDP) 
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Both heads of department value the responsibility given to them to set up their respective 
department nearly from scratch. In doing so, they have been given continuous authority to make 
decisions and acquire adequate resources. For instance, both heads of department mentioned that 
they have control over job-related decisions such as deciding the computer software that needs to 
be purchased. The case is, however, different for junior staff who are new to the system; they are 
given less authority, as mentioned by an assistant project manager: 
“Within certain jobs, tasks and activities on the program, yes, I have been given room to 
make decisions, but there are certain things that I can‟t make decisions about on my own 
because: 1) lack of experience; 2) lack of knowledge; and 3) there is always a fear that I 
might get it wrong. So it‟s best to get it checked out.” 
 
This phenomenon suggests that the professionals are empowered by the employer depending on 
their individual position, knowledge and experience. 
 
7.4.2.6 Personal characteristics 
An assistant project manager identified personal characteristics, specifically family commitment, 
as important to his commitment. According to the professional:  
“I‟ve become more committed than before. Because you want what‟s best for your child 
and when I‟m old I want to say, „Look, this is what your dad built‟... I think later on in a 
few years‟ time I‟d like to be rewarded more financially. If I‟m not then I‟d consider 
myself going elsewhere because I‟ve got a family now. Before this, I‟d got two mouths to 
feed, but now I‟ve got three mouths to feed. I‟m married and have one boy... He is four 
and a half months. If they‟re not taking care of me seriously then I know I‟m going.” 
 
This statement clearly indicates the influence of family commitment on the employee‟s 
organisational commitment. This situation reflects the feelings of responsibility to work and to 
have a good income due to family commitment. 
In summary, MDP construction professional employees have identified six main factors affecting 
their organisational commitment: 1) job design; 2) performance and career management; 3) 
training and development; 4) reward management; 5) employee involvement; and 6) personal 
characteristics. They have described their experience of the HR practices and the influence of 
these practices on their commitment. The next section makes a comparison between the 
employees‟ views and the employer‟s views to identify any discrepancies as well as similarities. 
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7.4.3 Comparisons 
The employer and professional employees mentioned the same factors that are important to 
enhance commitment. The five main factors agreed by both are: 1) job design; 2) performance 
and career management; 3) training and development; 4) reward management; and 5) employee 
involvement. There is strong evidence that the employees‟ positive experience at MDP is shaped 
by their satisfaction with the HR practices, which in turn affect their organisational commitment. 
The implications of these findings will be discussed in Chapter 10 (Section 10.4). On top of that, 
one of the employees identified another factor affecting his commitment: family factors 
(personal characteristics). The next section presents the findings regarding the challenges 
associated with the efforts of managing commitment within the organisation.  
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This section presents the findings regarding the challenges associated with managing 
construction professionals‟ commitment within MDP. First, it discusses the employer‟s views on 
the challenges faced by him in managing the construction professionals‟ commitment (Section 
7.5.1). Following this, the employees‟ views on problems faced by them in maintaining their 
organisational commitment are presented (Section 7.5.2). Finally, a comparison is made to 
identify any discrepancies as well as similarities between the two views (Section 7.5.3).  
 
7.5.1 Challenges Faced by the Employer 
In managing the organisational commitment of the professional employees, the MDP employer 
raised five main challenges: 1) to reduce the effects of the economic crisis; 2) to implement 
formal procedures; 3) to develop employees‟ capabilities; 4) to provide support to employees; 
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and 5) to manage organisational conflicts. This section discusses each problem and the 
company‟s strategies to overcome them. 
 
7.5.1.1 To reduce the effects of the economic crisis  
 As mentioned earlier in the first case study findings, the global economic crisis had hit the UK 
construction industry when the research was conducted. MDP is no exception in facing this 
difficult economic situation, which has impacted the business operation. The economic recession 
has made it very difficult for small companies like MDP to secure work, which in turn provides 
challenges for the company to keep providing work to the employees. According to the 
employer: 
“One of the main challenges for the company is sourcing projects and getting work is 
hard. You have to put in a lot of effort to make contact with clients... One is keeping 
continuity of projects so that we have an even amount of work all the time. That is really 
difficult, rather than having a lot some time and having nothing at another time. It is a 
difficult thing to keep providing work and keep continuity so that you are working flat out 
for three weeks and then got nothing to do in two weeks.” 
 
This statement indicates the challenges faced by the company to ensure the continuity of work. 
As a consequence, the employer has difficulty maintaining the employees‟ commitment at work. 
“Directing the staff and keeping the staff busy with work... When there is less work on the 
table, people tend to play on the Internet and try to find other things to do.” 
 
In order to overcome this problem, the employer has tried to keep the workload consistent rather 
than finishing all work at once. They also plan for more realistic deadlines given the client‟s 
limited budget. The company also allow the employees to take time off whenever necessary. The 
other main strategy taken by the employer is to direct the staff to do other „non-fee work‟ such as 
business development, write letters to clients or increase the quality of the databases. Apart from 
the difficulty to secure new projects, the company also has problems with some clients who 
delay payment of fees:  
“We had some problems in getting fees from clients in the past... You get paid eventually 
but sometimes it takes a very long time.” 
 
As a reaction to this, MDP has tried to avoid spending time on projects that clients have not paid 
for. On top of that, the company had another problem when there was a reduction in fees and 
time, because of the client‟s tight budget. This situation was highlighted by the employer:  
 214 
“Obviously I am a little bit worried. We have got to look at cutting the hours down and 
things like that. I‟ll pretend that is easy...  We had an incident recently where we were 
called for a project and somebody cut off fees by a huge amount and it ended up with no 
possibility that we could take it to the next level because we will not be paid to do the job. 
It has been competitive but also providing a quality service that we want to provide is 
quite a difficult task.” 
 
Furthermore, the company‟s plan to expand its business has had to be put on hold due to the 
economic crisis.  
“We were looking at an expansion programme to increase the number of staff, but we 
have to put that on hold for the time being and just work with what we‟ve got.” 
 
This situation indicates that MDP is unable to proceed with its business expansion plan even 
though the company had added new services when the recession just started to hit the industry. 
Apart from putting on hold the company‟s plan to increase the number of staff from various 
disciplines, MDP also face difficulty in continuing its business operation overseas. In the past, 
the company has collaborated with an established company in Saudi Arabia and also done some 
projects in Dubai and Italy. However, the current economic crisis slowed down its international 
business operation. In this case, MDP is focusing its efforts to secure local projects, but that has 
not become any easier due to the current economic situation. Accordingly, the company has 
increased its marketing efforts.  In marketing the services, MDP has sent out flyers, updated the 
company webpage and met potential clients. However, the situation is also difficult, as the 
director highlighted: 
 “We have increased our marketing campaign. So our strategy is more robust in 
contacting the market and our potential clients, which vary in different sectors... We keep 
fighting for new projects. Sometimes we get new projects and sometimes we don‟t.” 
 
All these circumstances have affected the company‟s financial performance, which in turn 
affects the company‟s ability to offer better reward packages to its employees and to guarantee 
financial support for training. 
 
7.5.1.2 To implement formal procedures 
One of the challenges faced by the employer is to implement formal procedures that have been 
set up to improve current HR practices within the company. As previously explained, the 
company has introduced formal work procedures such as the „time slip‟ system and regular 
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formal meetings and performance appraisal. These formal practices are described as among the 
important strategies for managing employees‟ commitment. However, the employer raised his 
concern about the challenges to implement them:  
“One of the issues is we are a relatively young company. We are devising systems and 
ways of doing things. We have to make sure that we stick to them. Knowing what 
procedures that we should apply and doing them, like the appraisal every six months, we 
have to make sure that we really do it. Make sure we do have the staff meeting every 
month. So it‟s constantly implementing it. I think devising procedures and systems is 
easy, it is actually carrying them out that is difficult.” 
 
This statement indicates that the implementation of formal procedures is not easy for small 
companies like MDP. There is evidence that the company has put effort in to ensure the 
implementation of such formal practices, and at the same the employer relies on informal 
communication. For instance, in monitoring employees‟ work to ensure quality work outcomes, 
the director emphasised the importance of continuing open communication with the employees. 
According to the director, if the employees‟ become uncommitted:  
“They get a warning. I told them what I think.” 
 
7.5.1.3 To develop employees‟ capabilities 
Another challenge mentioned by the employer is to develop employees‟ capabilities so that they 
have the capacity to take more responsibility: 
“I would like to see an increase in the capabilities of my staff with more training. 
Increased delegation of tasks to my staff from me by giving them more exposure to 
projects and to increase my ability to delegate. It is difficult because I‟m concentrating 
on marketing the business.” 
 
The above statement indicates that there is a need for the employer to increase task delegation to 
allow him, as the only director, to concentrate on networking and marketing the business to 
secure new work for the company. 
 
7.5.1.4 To provide support to employees  
The employer also raised another challenge faced by him in fostering organisational commitment 
that is to help employees with personal problems. He acknowledged that each individual 
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employee has their personal circumstances that sometimes impact on their work. According to 
the director: 
“Some of them have problems at home, like today one employee has gone home because 
he‟s not feeling well. It is not encouraged or discouraged. But if there are too many 
sicknesses, I‟ll sit down and talk to them. Understanding the employee means whenever 
they have problems I listen to them and try to sort it out to help them.” 
 
The main strategy taken by the employer to deal with employees with personal problems is 
through communication and a close relationship with the employee, as explained by a director: 
“They will trust me and they will pull me to one side if they want to tell me something. I 
encourage that. Better know early than later.” 
 
This statement reflects the fact that the employer‟s has concern about and supports his employees 
to help them overcome their personal problems so that they do not affect their work. 
 
7.5.1.5 To manage organisational conflicts 
Occasionally, problems arise from a personality conflict between two or more employees that 
needs to be resolved by the employer so that it won‟t affect their work. 
“We had someone who didn‟t really get along well with other people here in the 
company. He was in the architectural section. That was kind of a personal issue. In the 
end, that person left the company.” 
 
Generally, there is a good working relationship at MDP and therefore this has not been a major 
issue to the employer. 
 
7.5.2 Challenges Faced by the Employees 
There are three main problems faced by the professional employees in maintaining their 
organisational commitment related to: 1) the impact of the economic crisis; 2) personal 
problems; and 3) disagreement. This section discusses each problem. 
 
7.5.2.1 The impact of the economic crisis 
In the midst of the difficult economic situation, which brought with it increased competition, it 
has not been easy for small companies like MDP to secure work. The employees described the 
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impact of the economic crisis on the business. For example, the head of structural engineering 
said:  
“Fees are forced down. Less time to spend on the job.” 
 
With the reduction in fees and time, the professionals have to work under pressure to maintain a 
high level of professionalism to achieve a quality standard. Another employee talked about the 
impact of the recession on the company‟s plan to expand the business: 
“Who knows that if we get a few more big projects we may take a surveyor on board and 
if things are positive we can take a graduate as well? That is all for the future, but at the 
moment we can‟t justify it... In the current situation the work isn‟t there.” (Head of cost 
management, MDP) 
 
These circumstances show that the economic crisis has directly affected the employees, 
particularly when „the work itself‟ has been one of the main factors affecting their commitment, 
as previously shown in Table 7.3. According to one of the construction professionals: 
“I like to work hard and if I‟m not busy it will be a big issue for me.”  
 
This statement indicates the importance of having enough work for the employee to maintain his 
commitment to the organisation. Another employee said that he loves to do work fast and be 
productive, but because there has been less work since the recession, he was asked to „slow 
down‟:  
“If I have done my task, I have a conversation, make a cup tea and waste my time. To be 
honest with you, sometimes you end up wasting a bit of your time.”  
 
Another employee talked about the changes in his working hours since the recession: 
“At the moment I‟m actually working four days a week. It came out after a discussion. 
It‟s due to the climate and workload more than I particularly want to work four days a 
week.” (Head of structural engineering, MDP) 
 
The discussion thus far reveals that the employees have been affected by the economic crisis, and 
in this case because there are fewer projects coming in coupled with payment issues with some 
projects in hand. Further, two professional employees raised another issue related to the 
company‟s ability to provide a competitive salary. During the case study, generally the 
employees accepted the fact that the company was unable to provide a high salary and other 
rewards, such as bonuses, due to the financial crisis, but they expect to be paid a competitive 
salary. 
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“Finance could become a barrier in the future. If I‟m not paid enough or taken care of, 
seriously it could cause a problem.” 
  
“The thing that might make me less committed is if I was not financially rewarded to the 
level that is acceptable for the work I put in.” 
 
Both statements reveal the employees‟ expectation of a competitive salary based on their 
experience and performance, which if not fulfilled could be a barrier to their organisational 
commitment.  
 
7.5.2.2 Personal problems 
Another challenge mentioned by the employees is to make sure that their work is not affected by 
their personal problems. To the employees who have defined commitment as being professional 
(Section 7.3.1.2), they try to keep their personal problems to themselves and not to let them 
impact on their organisational commitment. However, this has not been easy, as mentioned by 
the construction professionals: 
“There are things within life that make you concentrate less rather than be less 
committed, like family or personal issues, not necessarily anything major... which it 
possibly means that you are not giving your fullest attention. It‟s not that you don‟t want 
to and not trying to but other things are distracting you.” 
 
“With me I like to keep my personal and professional separate. But sometimes you can‟t 
keep personal separate from professional because something does affect you. Like when I 
got my baby it affected my work, but you got the support here. As long as you‟re honest, 
open and tell them what‟s going on they will help you...To be honest, for the moment I‟m 
not well, I got a bit of sickness... I had a lot on this year myself and I think that has 
affected my employment. I had a lot of other things on, called it stress related, but they‟ve 
been sorted out... I wasn‟t well because when I started work in this practice I found that I 
had two slipped discs in my back. Then I was like two weeks off here, one week off here 
and another two weeks off. But I‟m getting better. Just being sick has affected my work 
here... You draw a line between personal and professional matters. You learn to 
prioritise, manage things and be organised.” 
 
The above statements indicate that sometimes there are personal problems such as family matters 
or health issues that need attention which could bring a challenge for the employees to 
concentrate on their work. In dealing with personal matters, the employees mentioned that 
sometimes they need to take time off work. However, one employee raised his problem:  
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“In the last summer there have been a few instances where I wanted to have holidays but 
I couldn‟t because the tender is coming back or the tender is going out or doing report or 
something that no else can do... sometimes you can‟t have a holiday when you want a 
holiday due to factors that are out of your control. It‟s responsibility that sometimes can 
be a burden.” 
 
The above phenomenon suggests that dealing with personal problems to some extent has made 
the professional employees feel burdened and they struggle to maintain their organisational 
commitment. 
 
7.5.2.3 Disagreement 
The employees mentioned that their commitment could be affected when there is disagreement 
between them and the employer. For example, one employee talked about his disagreement with 
a former employer:  
“If the company does something that went against my ethics that I don‟t agree with 
fundamentally, that would be a barrier to my commitment... I had come across this 
problem before. In fact that was one of the reasons I left my previous company... The 
reason I did that was that the people who hired me had retired and I didn‟t agree with the 
new management. I didn‟t like where the company was heading... But I can‟t see that 
happening in this practice. So far it has been brilliant and I enjoy my time here and it can 
go from strength to strength I think.” 
 
This statement suggests that the employee has had no conflict with MDP thus far; however, any 
action that goes against his ethical values could become a barrier to commitment, to the extent 
that he may leave the company. Meanwhile, another employee talked about his difference of 
opinion with the management: 
“The management need to be stronger in this practice in terms of productivity. I think the 
productivity can be a lot better. I don‟t say that the management is lax but the 
management is not tough enough on certain individuals within the practice... I think the 
management sends a wrong signal and people become relax. Obviously I might be 
wrong, but there is no fear or respect of the management... You can‟t be in control and be 
one of them. The management has to be the management. They can‟t be working on the 
floor. There needs to be a clear definition.” 
 
This statement reveals the employee‟s disagreement with the management, who seem to be 
lenient with the employees. He expects the management to be „stronger‟ and „in control‟ (like in 
his previous employment) so that the company‟s productivity could be improved. Further, one 
employee highlighted another issue: disagreement about implementing change:  
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“Sometimes there are barriers to communication. A lot of people are stuck in their ways. 
In a way they have been following the traditional systems and traditional work. It works 
well and they keep on working. Sometimes you might introduce a new contract, like I‟m 
introducing a new engineering contract. At the moment we are using JCT contracts but 
maybe in the future we might end up not using any JCT contracts for some of the projects 
we are doing here. So we are looking at going to a new procurement route maybe for the 
future. But people here are stuck in their ways... Sometimes there are differences and 
difficulty to change. People don‟t like changes.” 
 
This employee has learnt new knowledge and wants to apply his knowledge so that the company 
can be up to date. However, his statement reflects the feeling of disappointment when his 
suggestion was rejected because of resistance to change. All these disagreements were raised by 
the employees as problems that could become a barrier to their organisational commitment. 
 
7.5.3 Comparisons 
There are two challenges associated with professionals‟ commitment agreed by both employer 
and professional employees: 1) the impact of the economic crisis; and 2) individual employee‟s 
personal problems. First, MDP is no exception in having to face the difficult economic situation 
that has had an impact not only on the business operation, but also on individual employees. The 
employees expect to be given work by the employer and to be paid a competitive salary when 
they have delivered the work. However, the difficulty to secure work has affected the company‟s 
financial performance and has provided a challenge for the employer to keep providing work to 
the employees. Second, personal problems are described as one the challenges that could be a 
barrier to the employees in maintaining their organisational commitment. Other challenges faced 
by the employers are to implement formal procedures, to manage conflicts and to develop 
employees‟ capabilities. The employees, on the other hand, identified disagreements as another 
problem that could become a barrier to their organisational commitment. The implications of 
these findings will be discussed in Chapter 10 (Section 10.4). 
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The chapter has presented the findings of the second case study conducted at a small multi-
disciplinary practice called MDP. First, the complex nature of commitment is discussed by 
providing the definitions of commitment as well as expressions of commitment. The 
organisational commitment of MDP construction professionals is predominantly related to their 
actions, such as „being professional‟, „delivering work‟ and „producing high quality work‟. 
Moreover, it was found that three components of attitudinal commitment (i.e. affective, 
normative and continuance) variously co-exist, which confirms the complex nature of 
organisational commitment. Following this discussion on the nature of organisational 
commitment, the chapter presented the findings on various factors affecting the commitment of 
the construction professionals. The five main factors agreed by both the employer and employees 
were: 1) job design; 2) performance and career management; 3) training and development; 4) 
reward management; and 5) employee involvement. Finally, the discussion moves to present the 
challenges associated with managing professionals‟ commitment. The main challenges agreed by 
both the employer and employees are related to the impact of the economic crisis. In conclusion, 
there appear to be many significant issues related to the management of professional employees‟ 
commitment, which confirms the findings of the first case study. The next chapter (Chapter 8) 
presents the cross-case analysis and analytical discussions of the findings revealed in the two 
case studies. 
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CHAPTER EIGHT 
8 Cross-Case Analysis and Discussions 
 
8.1 Introduction 
Following the analysis of findings from the two case studies that were presented in the 
two previous chapters (Chapter 6 and 7), this chapter presents the cross-case analysis of 
the two case studies. The chapter is structured into three main areas of discussion, as 
shown in Figure 8.1. First, a comparison of the demographics of the research participants 
and the two case study organisations is made (Section 8.2). Second, the cross-case 
analysis is presented to highlight the similarities and differences between the findings of 
the two case studies (Section 8.3). Third, analytical discussions were made by comparing 
the emergent concepts and theory from the case studies findings against the existing 
literature (Section 8.4). The chapter‟s structure diagram (Figure 8.1) is reproduced 
throughout the chapter with relevant sections highlighted to guide the reader. 
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Figure 8.1  Structure of chapter eight 
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The research emphasises the small CPS context, focusing on the professional employees. 
The findings are therefore situated firmly within particular contexts, investigating how 
employment relationships within the specific organisational contexts have influence 
professional employees‟ organisational commitment. Accordingly, prior to making 
comparisons between each individual case, this section presents the unique background 
of the case study organisations (Section 8.2.1) and the research participants (Section 
8.2.2).  
 
8.2.1 Case Study Organisations  
The two case study organisations are small CPS firms operating in Midlands, UK. Table 
8.1 provides the background of the case study organisations. The first case study 
organisation – QSP is a quantity surveying practice that also provides other related 
services that are project management, building surveying and construction design and 
management (CDM) co-ordination. The second case study organisation – MDP is a 
multi-disciplinary practice that provides a range of services such as architectural design, 
project management, quantity surveying, structural engineering, CDM coordination and 
interior design. There is a 20-year gap between QSP and MDP in their existence in the 
industry. In terms of average turnover, QSP‟s annual turnover is three times that of MDP.  
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Table 8.1  Background of case study organisations 
Organisation Year of 
establishment 
Type of 
organisation 
Services provided Number of 
employees 
(including 
directors) 
Average 
annual 
turnover 
QSP 1972 Quantity 
Surveying 
practice 
Quantity surveying; project 
management; building 
surveying; and construction 
design and 
management (CDM) co-
ordination. 
19  
(16 professionals 
and 3 
administrative staff) 
£1.2m 
MDP 1992 Multi-
disciplinary 
practice 
Architectural design; project 
management; quantity 
surveying; structural 
engineering; CDM co-
ordination; building services; 
interior design; party wall 
surveying; and Clerks of 
Works services. 
12  
(10 professionals 
and 2 
administrative staff) 
£400k 
 
8.2.2  Research Participants 
There were altogether 13 in-depth interviews conducted during the case studies involving 
employer and employees of both organisations. All research participants are male. The 
employer‟s views were gathered from the senior director and director of QSP, and 
director (owner-manager) of MDP. The senior director of QSP and the director of MDP 
are the founders of the respective organisations. In terms of age, the senior director of 
QSP is much older than the director of MDP. QSP‟s senior director is nearing his 
retirement after working in the industry for the last 50 years. Whereas the director of 
MDP, who is relatively young (even younger than some of his employees), has been 
working in the industry for about 20 years and is looking ahead to keep driving the 
company for many more years in the future. This is similar to one of the director of QSP 
who has been interviewed. The two directors (of QSP and MDP) are responsible for HR 
matters of the respective organisations. 
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In terms of the employees‟ views, altogether nine in-depth interviews were conducted 
involving all four QSP professional employees (who are based at the QSP main office) 
and four MDP professional employees from each discipline (three of them are heads of 
departments). All employees have been working with the respective organisation for at 
least 2 years and have in average 17 years of working experience within the construction 
industry. With this background of the research participants (as summarised in Table 8.2), 
all opinions were highly valuable in portraying a clear picture of the nature of 
employment relationship within the respective organisation. Accordingly, they provide 
important (and interesting) answers to the research questions.  
 
Table 8.2  Background of research participants 
Organisation Position Gender Years of 
experience 
with 
current 
company 
Total years 
of working 
experience 
Professional Affiliation 
 
QSP Senior Director Male 38 50 Fellow of Royal 
Institution of Chartered 
Surveyors (FRICS) 
Director Male 9 34 Member of Royal 
Institution of Chartered 
Surveyors (MRICS) 
Associate Director/ Senior 
Quantity Surveyor 
Male 10 36 Member of Royal 
Institution of Chartered 
Surveyors (MRICS) 
Senior Project Manager Male 2 13  
Quantity Surveyor Male 3 13  
Assistant Quantity 
Surveyor 
Male 6 8  
MDP Director Male 19 19  
Head of Building Design Male 6 29 Member of Chartered 
Architectural 
Technologist (MCIAT) 
Head of Cost Management Male 2 12 Member of Royal 
Institution of Chartered 
Surveyors (MRICS) 
Head of Structural 
Engineering 
Male 2 19 Chartered Engineer 
(CEng), Member of 
Institution of Civil 
Engineers (MICE) 
Assistant Project 
Manager/ CDM Co-
ordinator 
Male 4 10  
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8.3 Cross-Case Analysis  
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Following the introduction and comparisons of the case study organisations and research 
participants, the chapter continues to present the cross-case analysis. Cross-case analyses 
are carried out to build a logical chain of evidence that will enhance generalisability of 
the findings beyond the immediate case study (Miles and Huberman, 1994;  Yin, 2009). 
The cross-case analyses of the key issues related to the management of organisational 
commitment within the case study organisations are discussed under five main themes. 
The five main themes were derived from the research questions two to six (Q2 to Q6) 
posed in Section 1.4. This section presents the cross-case analysis under the following 
five main themes: 
1. Definitions of commitment (Section 8.3.1) 
2. Nature of commitment (Section 8.3.2) 
3. HRM practices linked to commitment (Section 8.3.3) 
4. Other factors affecting commitment (Section 8.3.4) 
5. Challenges in managing commitment (Section 8.3.5) 
In order to ensure brevity, verbatim quotations have not been included within the text in 
this chapter. Moreover, verbatim quotations have been included in the previous two 
chapters presenting the within-case analysis (Chapter 6 and Chapter 7). For this reason, 
descriptions of the findings of each case have been provided as a narrative supported by 
summary tables, which provide cross-case comparisons of the main issues emerging from 
the data. 
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8.3.1 Definitions of Commitment 
The findings from the cross-case analysis reveal that the employers and employees of the 
two case study organisations share similar meanings of commitment with the top 
responses being „professionalism‟ and „delivering work‟, as summarised in Table 8.3. 
The employers‟ responses suggested that they are concerned about how commitment 
might influence their construction professional employees‟ work outcome and 
performance that ultimately influence client relationship.   
 
Commitment is also defined as “doing everything necessary to get the job done... at the 
expenses of personal opinion and other things that you want” by one of the professional 
employees (QSP). This definition is similar to a recent move that relate commitment to 
the consistent behavioural commitment that is the individual‟s definitive behaviour of 
being obligated to a course of action regardless of individual factors and/or fluctuating 
circumstances (Brown, 1996; Meyer and Herscovitch, 2001; Bar-Haim, 2007).  
 
Another meaning of commitment held by them is „loyalty‟. However, when commitment 
is defined as „loyalty‟ by the construction professionals (either the employer or 
employees), the emphasis remained on employee‟s consistent behavioural commitment 
toward achieving the organisational goals, but not a „lifetime commitment‟ to the 
organisation. Similar to Swailes (1999: 177), this finding suggests that “while loyalty 
(desire to stay) is virtuous in its own right, it is, for professionals, no longer a core 
necessary characteristic”.  
 
Overall, this finding suggests that commitment is broadly defined in terms of behaviours 
(employee‟s action) towards achieving the organisational goals rather than the desire to 
remain with an organisation (loyalty). This finding contradicts popular classical 
definitions of commitment that tend to define commitment in terms of attitude (see Table 
3.1 in Section 3.2.2). This finding, however, is consistent with recent definitions of 
commitment in the literature, specifically those derived from eliciting the meanings of 
commitment held by people in the organisations (Randall et al., 1990; Singh and 
Vinnicombe, 2000), as previously discussed in Section 3.2.2.  
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Table 8.3  Cross-case comparisons of definitions of commitment  
 Case Study 1: Quantity Surveying Practice 
(QSP) 
Case Study 2: Multi-disciplinary Practice 
(MDP) 
Essence of 
definitions 
Employer‟s 
definitions 
Professional 
employees‟ 
definitions 
Employer‟s 
definitions 
Professional 
employees‟ 
definitions 
Professionalism  “acting in a 
professional manner” 
“uphold the 
professional ethos” 
“maintaining a level 
of professional 
standards” 
“professionalism” 
“care about how your 
profession is being 
seen (by others)” 
“to achieve that 
certain level of 
professionalism” 
 
“to do (work) in their 
professional 
capacity” 
 
 
“keep the work and 
your personal life 
separate” 
“conduct myself in a 
professional manner” 
 
Delivering work  “do the job well” 
“to do a good job” 
“to do your duty” 
“doing everything 
necessary to get the 
job done... at the 
expenses of personal 
opinion and other 
things that you want” 
“not leaving 
something half done” 
 
“to do their job” “to do my job 
whatever that entails 
and to do it to my best 
ability” 
“delivering your job” 
“working to the best 
of your ability and 
working within the 
timescale and 
practical budget.” 
 
Quality  “following the quality 
assurance method” 
 
“to attain high 
quality of work” 
 
“to deliver quality 
work” 
“to produce high 
quality work” 
 
Effort  “to put in the extra 
effort” 
“to go extra miles” 
“100 per cent to your 
job, taking on 
anything you can 
learn” 
“working hard” 
“to give service to 
your company 
whether it is just for 
the hours you work 
per week or for 
longer time (i.e. extra 
effort)” 
 
“being self-
motivated” 
- 
Loyalty  “remaining long term 
with the company 
(but not lifetime 
commitment)” 
“can be years, 
loyalty” 
“to remain loyal 
while they are here” 
 
“be loyal” 
 
“loyalty while you 
are working” 
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8.3.2 Nature of Commitment 
This section provides cross-case comparisons of the nature of commitment among 
construction professionals. The findings are presented based on two approaches to the 
study of commitment: 1) attitudinal; and 2) behavioural (Section 3.2.1).  
 
8.3.2.1 Attitudinal Commitment 
The findings from the cross-case analysis demonstrate that professional employees of 
both case study organisations expressed their attitudinal commitment to the organisation 
in terms of the three main components of attitudinal commitment: 1) affective; 2) 
normative; and 3) continuance commitment, as summarised in Table 8.4.  
First, professional employees of both organisations expressed affective commitment 
through their strong beliefs in the organisational goals and values, emotional attachment 
to the organisation and identification with the organisation. On top of that, one of the 
professional employees (QSP) has a strong desire to stay at organisation. These findings 
indicate that the professional employees have a positive attitude towards the organisation.  
Second, normative commitment was reflected when the professional employees feel 
obligated to stay with the organisation. In the first case study, it was found that one 
employee feels in debt to QSP for paying his tuition fees. Whereas another senior 
employee believes that it is morally right to remain loyal because QSP has given him an 
interest-free car loan. In the second case study, only employee feels obligated to remain 
loyal. To this professional, he is thankful with MDP for employing him. These findings 
suggest that when the employees valued the employer‟s actions (such as providing 
support to them), it contributes positively to their normative commitment. There are also 
evidences that these positive feelings are influenced by the employees‟ positive 
experience and satisfaction with HRM practices, as will be discussed in Section 8.3.3. 
Third, continuance commitment was apparent in the employees‟ perceived cost of leaving 
the organisation as well as perceived benefits of staying with the organisation. Generally, 
the professional employees of both organisations relate their continuance commitment 
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with the unavailability of job alternatives due to the economic recession. In addition, one 
senior employee (QSP) described the short distance from his home to the office as a 
benefit that he would lose by quitting. Another professional employee (QSP) mentioned 
the opportunity to achieve personal goals as benefits of staying with the organisation. 
These findings suggest that some employees are „stuck‟ with the organisation due to 
economic considerations.  
 
Table 8.4  Cross-case comparisons of attitudinal commitment 
Components Contents QSP Professional employees  MDP Professional employees  
 
Affective strong beliefs in the 
organisational goals 
and values 
“Commitment to client” 
 
“I can see where the company is 
going. They want to expand.” 
“Basically the values are strong 
ethics, honesty and raising the 
standard... Another value is learning 
value and continuous professional 
development.” 
 
 emotional 
attachment to the 
organisation 
“I feel sense of belonging and I do feel 
being looked after”  
 
“I would miss the people (if have to 
leave).” 
 
“Here we are like one big family.” 
 strong desire to stay 
at organisation 
“I could spend the rest of career with 
QSP.” 
 
 
 identification with 
the organisation 
“I feel proud to tell others that I‟m 
working with QSP.” 
“We have quite a strong brand name 
of MDP and most people are quite 
happy to identify with MDP.” 
 
Normative feeling obligated to 
stay with the 
organisation 
“They gave me the first opportunity to 
have this kind of job. They trained me 
as well... I‟m sure that I‟m obliged to 
stay longer even when I‟m qualified.” 
 
 “They gave me an interest free loan... 
This is the longest I have stayed in a 
job. I have never stopped in a job ten 
years. Perhaps that is an evidence of 
loyalty and commitment.” 
 
“I‟m committed to the company and 
fairly loyal to the company thus far 
and intend to remain until there is a 
fundamental change... I want to be 
thankful. I have been made redundant 
in my last place.” 
Continuance perceived cost of 
leaving the 
organisation  
“Wherever I go, then it would be 
further away than this.” 
 
“I can‟t think of leaving because at 
the moment, there is nowhere to go.” 
“The recession out there at the 
moment, it is hard to go elsewhere.” 
 
“There are a limited number of places 
you can run to. You have to behave 
professionally and do things well.” 
 perceived benefits 
of staying with the 
organisation 
“I want to achieve my goal... I put the 
company what I got and hopefully that 
could move the company forward and 
take me within higher level in the 
company.” 
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8.3.2.2 Behavioural Commitment  
The findings from the cross-case analysis demonstrate a substantial agreement among all 
construction professional employees of both case study organisations regarding their 
expression of behavioural commitment to the organisation. Generally, organisational 
commitment is demonstrated by sharing the same goals, making efforts for organisational 
success, supporting the efforts of others in the organisation and being proactive, as 
summarised in Table 8.5. This behaviour was observed and approved as the 
characteristics of a committed employee, by the employers of both organisations. On top 
of that, one employee of the first case study mentioned „taking criticism positively‟ as a 
committed behaviour. These findings indicate that the professional employees‟ 
behavioural commitment is expressed in their actions directed towards achieving 
organisational objectives. This implies the importance of organisational commitment to 
the small CPS firms. The finding is consistent with Swailes (1999), who found that 
professional employees‟ commitment is expressed through goal acceptance and efforts 
directed at goal achievement. 
 
Table 8.5  Cross-case comparisons of behavioural commitment  
Behavioural commitment 
 
 
QSP Professional employees  
 
MDP Professional employees  
Sharing the same goal Develop professional capabilities and 
provide quality consultancy services to 
satisfy clients 
Develop professional capabilities and 
provide quality consultancy services to 
satisfy clients 
Making efforts for 
organisational success  
Good attendance; put in extra efforts 
such as working extra hours 
Detailing the works; put in extra efforts 
such as working extra hours 
Supporting the efforts of 
others in the organisation 
Work as a team and supporting each 
others (e.g. give advice, assistance and 
information to help others)  
Work as a team and supporting each 
others (e.g. assist others) 
Being proactive Find new contacts and bring in work; put 
forward idea to upgrade the company 
homepage; seek information actively 
from members of design team 
Come out with new idea, proposal and 
finding new projects 
Take criticism - Take criticism positively 
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In summary, the above cross-case analyses on the nature of construction professional‟s 
commitment demonstrate the multidimensionality of organisational commitment. A 
comparison between the findings and the existing theory on commitment will be 
discussed in Section 8.4.1. There are certainly diverse factors that influence the complex 
nature of commitment. The findings from the cross-case analysis on these factors are 
elaborated in further detail in the next section. 
 
8.3.3 HRM Practices Linked to Commitment  
During the interviews, after discussing various factors affecting commitment, the 
professional employees were asked to state the relative importance of these factors. The 
question asked was: “Are all these factors equally important or is there any factor that is 
more important?” All the professional employees mentioned specific factors that are 
most important to their commitment. These factors are shown in order of importance in 
Table 8.6. The different colour shading used in the table is to highlight the factors 
mentioned by more than one construction professional. 
 
All the specific factors identified in Table 8.6 were analysed together with other factors 
mentioned by the construction professionals as important to their commitment. These 
factors were then compared with the employer‟s responses on strategy adopted by them 
to enhance commitment. The findings from the cross-case analysis demonstrate 
consistency where both cases have identified five main areas of HRM practices that 
foster organisational commitment:  
1. Job design; 
2. Performance and career management;  
3. Training and development;  
4. Reward management; and 
5. Employee involvement. 
The cross-case analysis of each HRM practice is briefly presented in this section and 
summarised in Table 8.7.  
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Table 8.6  Cross-case comparisons of main factors affecting commitment 
 Case Study 1: Quantity Surveying Practice (QSP) Case Study 2: Multi-disciplinary Practice (MDP) 
The order of 
importance 
Associate 
director 
Senior project 
manager 
Quantity 
surveyor 
Assistant 
quantity 
surveyor 
Head of 
building design 
Head of cost 
management 
Head of 
structural 
engineering 
Assistant 
project manager 
First Location of the 
office 
 
Career 
development 
Career 
development 
Training and 
development 
Job 
characteristics 
Job 
characteristics 
Job 
characteristics 
Career 
development 
Second Job 
characteristics 
Location of the 
office 
Fair and 
reasonable 
salary 
Job 
characteristics 
Working 
relationship 
(other factors 
are equally 
important) 
(other factors 
are equally 
important) 
Fair and 
reasonable 
salary 
Third Working 
relationship 
Fair and 
reasonable 
salary 
(other factors 
are equally 
important) 
Working 
relationship 
(other factors 
are equally 
important) 
  (other factors 
are equally 
important) 
Fourth 
 
(other factors 
are equally 
important) 
(other factors 
are equally 
important) 
 (other factors 
are equally 
important) 
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Table 8.7  Cross-case comparisons of HRM practices linked to commitment 
 Case Study 1: Quantity Surveying Practice (QSP) Case Study 2: Multi-disciplinary Practice (MDP) 
HRM 
practices 
Employer‟s views on strategy to foster 
commitment 
Professional employees‟  views on factors 
affecting their commitment 
Employer‟s views on strategy to foster 
commitment 
Professional employees‟  views on factors 
affecting their commitment 
Job design Task autonomy; and contextual aspect of 
job (friendly working relationship) 
Task autonomy, task identity; task 
significance; skills variety; and 
contextual aspect of job (friendly 
working relationship) 
No common social space in the office  
Unsystematic and unorganised filing 
system  
Task identity; skills variety; and 
contextual aspect of job (open space 
office layout and „central hub‟ to 
encourage open communication and to 
foster friendly working relationship) 
Task autonomy; task identity; skills 
variety; and contextual aspect of job 
(friendly working relationship) 
 
Performance 
and career 
management 
Annual performance appraisal (in 
September every year): to review the 
individual employee‟s performance; to 
negotiate rewards; to discuss career 
progression; and to provide career advice 
Enhance employees‟ employability (e.g. 
skills development) 
Praise and recognition of performance 
Performance appraisal has been described 
as “very informal”; “simple”; 
“subjective” (no marking scheme/no 
performance criterion); and outcomes are 
not related to reward 
Employees (particularly young staff) see 
career progression opportunity within the 
firm (seven director positions and four of 
the directors are nearing retirement) 
Standard procedures for monitoring 
employees‟ work performance (e.g. 
intranet „time slip‟ systems) 
Regular formal performance appraisals 
every 6 months (performance criteria 
agreed by both employer and individual 
employee used for assessment and 
written performance feedback given to 
employees) 
Enhance employees‟ employability (e.g. 
skills development) 
Performance appraisals (informal 
meetings and formal written performance 
feedback) 
Limited opportunity for internal 
promotion (only one director position), 
but great opportunity to improve 
employability (e.g. all heads of 
department valued their current position 
and role that allow direct interaction with 
the clients) 
Training and 
development 
External training courses: provision for 
financing training (e.g. professional 
degree courses) and one day release 
weekly to support staff on training (i.e. 
part-time degree course)  
In-house training (e.g. seminar conducted 
Formal training (e.g. professional degree 
course; training courses) 
Company‟s support for training (e.g. 
financial support and day release weekly 
for attending part-time degree course) 
Individual employee‟s training needs and 
training development plan are discussed 
and agreed during performance appraisal  
External training courses: provision for 
financing training (e.g. professional 
degree courses, seminar and short 
Formal training (e.g. professional degree 
course; training courses) 
Company‟s support for training (e.g. 
financial support and day release weekly 
for attending part-time degree course) 
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by one of the Director) 
Informal „on-the-job training‟ and 
„learning by doing‟ (especially for senior 
employees who are unable to attend 
formal training courses due to time 
constraints) 
training courses) and one day release 
weekly to support staff on training (i.e. 
part-time degree course)  
In-house training (e.g. presentation by the 
Director or senior staff) 
Informal on-the-job learning (e.g. 
learning diverse knowledge from 
members of staff with various 
disciplines) 
Reward 
management 
Salary; bonus; and benefits (e.g. health 
insurance, life insurance, business 
mileage claim and mobile phone) 
Monetary reward (specifically a fair and 
reasonable salary) is more valued than 
other non-monetary rewards such as 
benefits  
Rewards have been described as 
subjective to the employer‟s judgement 
Salary and annual pay rise subjective to 
employer‟s decision.  
No bonus or benefits given to employees 
A fair and reasonable salary 
Rewards have been described as 
subjective to the employer‟s judgement 
 
Employee 
involvement 
Open door policy; continuing informal 
communication; and employee 
empowerment 
Continuing informal communication 
between employer and employees 
Great reliance on informal verbal 
communication (e.g. absence of regular 
formal staff meeting)  
Limited employee involvement in the 
decision making process (e.g. lack of 
coordination meetings for workload 
distribution) and no clear structure to put 
forward suggestion 
Employee empowerment (e.g. continuous 
authority to make decisions in solving 
project-related problems) 
Formal communication (regular 
meetings: management meeting; 
departmental meeting; general staff 
meeting; and project meeting) and 
continuing informal communication 
Continuing informal communication 
between employer and employees 
Regular formal meetings 
The structure of the company with only 
one director as top management allows „a 
clear channel of communication‟ for 
employees to put forward suggestions 
Employee empowerment (e.g. continuous 
authority to make decisions in solving 
project-related problems) 
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8.3.3.1 Job design 
The findings from the cross-case analysis reveal the importance of job design in both cases. Job 
characteristics were cited as the most important factors by three MDP professional employees 
and second most important factors by two QSP professional employees, as shown in Table 8.6. 
Among the important job characteristics are task autonomy, task identity and skill variety. 
Another important aspect of the job agreed by both cases is working environment in which the 
work is performed; specifically good working relationship that was cited by three professional 
employees as second and third most important factors, as shown in Table 8.6. Apart from 
working relationship, MDP employer mentioned physical working environment (particularly the 
open space layout of the office) as an important strategy to enhance commitment. This was not 
mentioned by QSP employer. However, the employers of both case studies acknowledge the 
importance of good working relationship in enhancing commitment.  
To the employees of both cases, the physical working environment has different impacts upon 
their organisational commitment. In general, there is a difference between QSP and MDP‟s 
office in terms of their physical working environment, as summarised in Table 8.8. QSP is 
located in a double-storey building (a refurbished primary school to suit the office‟s need) and 
has never moved over the past 35 years. QSP directors and employees work in separate rooms. 
Some QSP employees raised the need for improvement in some aspects of the working facilities 
such as the need for a common social space in the office and the need for a more systematic and 
organised filing system.  
MDP, on the other hand, is located in an office building with an open space layout, allowing the 
director and all employees working together without any physical boundaries (i.e. no divider 
between the workstations). In contrast with QSP, the MDP office has a social space called as 
„central hub‟ of the office which encourages social informal interactions among all members of 
staff. In addition, MDP moved to the office five years ago, so it is relatively new and has a 
modern look. Generally, the pleasant working environment of the office has brought positive 
impact on the employees‟ commitment. The findings suggest the need for the employer to make 
sure that every aspect of the job meets the construction professionals‟ expectations.  
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Table 8.8  Cross-case comparisons of physical working environment 
QSP office MDP office 
Double-storey building (a refurbished primary school 
to suit the office‟s need) 
The office has been in the building for 35 years 
Directors and employees in separate rooms 
“It‟s probably not the most contemporary office. It 
was a primary old school but it‟s beautiful.” 
“I think the building is fabulous but it is tired. It needs 
to be cleaned and tidy.” 
No “informal comfortable area” or “breakout zone” 
“...that seat is not beneficial to me. I had a lot of 
problem with my neck and I think it is from looking at 
the computer... I think we might benefit from proper 
desk.” 
Two floors office in an office building  
The office has been in the building for 5 years 
Directors and all employees work in an open space 
(i.e. no divider between the workstations) 
Central hub of the office „links‟ all members of staff 
“The office has professional environment. It‟s clean. 
It‟s modern. It‟s not too old.” 
“The very open environment encourages 
communication.” 
“...desk chair they are not comfortable... Some of the 
office‟s furniture I would like to see change. The 
computer system doesn‟t always work quite well.” 
 
8.3.3.2 Performance and career management 
The employers of both case study organisations acknowledge the importance of performance 
appraisal. However, they differ in terms of regularity and formality of the appraisal. In QSP, 
performance appraisal is carried out once a year (normally in September) and the whole process 
has been described as “very informal”, “simple” and “subjective” (no marking scheme/no 
performance criterion). Moreover, outcomes of the appraisal are not related to reward and one 
senior staff claimed that he had never been appraised. On the contrary, performance appraisal in 
MDP, to some extent, is formalised through a regular and standard procedure for monitoring 
employees‟ work performance (called the intranet „time slip‟ systems). In addition, the appraisal 
is carried out twice a year and written performance feedback is given to the employees. 
Predictably, MDP professional employees (but not QSP employees) mentioned that performance 
appraisal and feedback have positively influence their organisational commitment. For QSP 
professional employees, they only cited praise and recognition as factors (related to performance 
management) that have positively affecting their commitment.  
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In terms of career management, both practices have a limited career advancement opportunity in 
terms of internal promotion. Therefore, the employers focus on enhancing employees‟ 
employability either through training or by giving the employees more responsibility for skills 
development. The different between the two cases lie at the responses received from the 
employees. Career development is described as the most important factor affecting commitment 
by two QSP professional employees and one MDP professional employee, as shown in Table 
8.6.  For QSP professional employees, they believe that there is a career progression opportunity 
within the firm because (at QSP) there are seven director positions and, four of the directors are 
nearing retirement. Hence, the professionals (particularly the young staff) have an expectation to 
become a company director. Moreover, they were told (by the employer) that they can achieve 
that career ambition in QSP. Quite the opposite, MDP professional employees accepted the fact 
that there is only one director position (at MDP), therefore, none of the professional employees 
talked about climbing up the career ladder within the firm. Rather, they are satisfied with their 
current position and role in the company (particularly the heads of department) that allow direct 
interaction with the clients and opportunity to take more responsibility and to learn new skills.  
 
8.3.3.3 Training and development 
By and large, there is an agreement between the employer and professional employees of both 
case study organisations about the importance of training and development to influence the 
construction professionals‟ commitment. In both cases, the company‟s commitment to provide 
training (both in-house and external training, as well as both formal and informal training) and to 
support staff on training (such as financial support to pay for the course fees) has been described 
as essential to the construction professionals who need to keep abreast of the latest development 
in the construction and to improve their knowledge in a specific area. On top of that, MDP 
identifies individual employee‟s training needs and develops a training development plan with 
the respective employee during performance appraisal. All these actions are the company‟s 
strategy to develop the professional employees. However, few QSP employees mentioned that 
they are constrained by time to attend formal training course and thus, rely on the informal „on-
the-job training‟ and „learning by doing‟. Similarly, MDP employees view informal „on-the-job 
training‟ as an important avenue for them to learn from each other discipline. This finding 
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suggests the need for the employer to continuously review their professional employees‟ training 
needs and provide the necessary training opportunity to all employees. 
 
8.3.3.4 Reward management 
In both cases, the employee and employees emphasised the importance of monetary reward as 
another important factor affecting commitment. The findings from the cross-case analysis reveal 
that QSP provides bonus and benefits (in the previous years before the recessions). In contrast, 
MDP provides neither bonus nor benefits to the employees. Interestingly, to the employees of 
both cases, they share similar preference for monetary reward over non-monetary rewards. Three 
employees cited a fair and reasonable salary as the most important reason (second and third most 
important factor) for them to stay with the organisation, as shown in Table 8.6. QSP employees, 
who receive non-monetary rewards such as insurance and mobile phones, prefer and value 
monetary rewards (specifically a fair and reasonable salary) more than any other non-monetary 
rewards. MDP employees, who do not receive any non-monetary rewards, acknowledge the 
financial constraint of small firm like MDP, and are more concerned about whether they are paid 
a fair and reasonable salary for their work and contributions made to the company. However, in 
both cases, the employees have described rewards as subjective to the employer‟s judgement. 
For instance, the basis of bonuses is not definite and is not open communicated to QSP 
employees. 
 
8.3.3.5 Employee involvement 
Generally, employer and employees of both cases acknowledged the importance of employee 
empowerment and continuing open communication to encourage employee involvement that 
ultimately will enhance organisational commitment. In terms of employee empowerment, in both 
cases, there are evidences that continuous authority such as to make decisions in solving project-
related problems is valued and has positive impact on the professional employees‟ commitment. 
In terms of communication, there is a great reliance on informal verbal communication in QSP. 
There is lack of regular formal staff meeting (such as formal coordination meetings for workload 
distribution). In addition, QSP professional employees‟ feel that they have limited involvement 
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in the decision making process, particularly when there is no clear structure for them to put 
forward suggestions. The outcomes of directors‟ meeting are also not communicated. On the 
contrary, at MDP, both employer and employees mentioned regular formal meetings (such as 
management meeting, departmental meeting, general staff meeting and project meeting) that take 
place to encourage employee involvement. Moreover, the structure of MDP with only one 
director as top management allows „a clear channel of communication‟ for employees to put 
forward suggestions. Thus, MDP professional employees believe that they have been given 
opportunity to become involved in their work and the organisation. 
 
Overall, the above five HRM practices are important to foster organisational commitment within 
the small CPS firms. The findings imply that there is no one way of fostering organisational 
commitment. The five HRM practices that influence commitment are all interrelated. For 
example, the employees expect the reward they received to be related to their performance. This 
suggests that all five HRM practices need to be effectively linked and managed to foster 
commitment. However, the unstructured approach in managing employees‟ commitment 
explains the absence of fully integrated framework of managing commitment within the small 
CPS firms. The findings from the above cross-case analysis reveal a few issues pertaining to how 
the HRM practices were being implemented by the employers. In summary, the key issues 
related to HRM practices within the case study organisations were: 
 
1. Job design 
 The need for a common social space in the office (QSP) 
 Unsystematic and unorganised filing system (QSP) 
 
2. Performance and career management 
 The whole process has been described as “very informal”, “simple” and “subjective” 
(QSP)  
 The outcomes of the appraisal are not related to reward (QSP)  
 No regular performance appraisal for senior staff (QSP) 
 Limited career advancement opportunity in terms of internal promotion (QSP and 
MDP)  
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3. Training and development 
 Rely on the informal „on-the-job training‟ and „learning by doing‟, especially for 
senior employees who are unable to attend formal training courses due to time 
constraints (QSP and MDP)  
 
4. Reward management 
 Rewards are subjective to the employer‟s judgement such as the basis of bonuses is 
not definite (QSP and MDP)  
 No comprehensive reward package (i.e. no bonus and benefits given to MDP 
employees) 
 
5. Employee involvement  
 Lack of regular formal staff meeting (such as workload distribution is managed 
informally in QSP) 
 Lack of cross-communication between the staff (QSP)  
 No clear structure for the employees to put forward suggestions (QSP)  
 
8.3.4 Other Factors Affecting Commitment 
Apart from HRM practices, there are two other factors affecting commitment mentioned by the 
professional employees: 1) personal characteristics; and 2) organisational characteristics. First, 
the professional employees of both cases mentioned individual characteristics, specifically 
family commitment as important to their commitment. They feel responsible to have a stable 
income due to family commitment. Second, QSP employees mentioned location of the office as 
an important organisational characteristic affecting their commitment. Two QSP employees cited 
„location of the office‟ as the most important reason (first and second most important factor) for 
them to stay with the organisation, as shown in Table 8.6. To these professionals, being close to 
home makes it very convenient for them to balance work and personal commitment. This 
suggests the interrelation between the two factors (i.e. family commitment and location of the 
office). Furthermore, the findings reveal that the individual‟s personal needs have influenced 
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their decision to stay committed with the organisation despite some dissatisfaction on some areas 
of HRM practices within the organisation, as mentioned in the previous section.  
  
8.3.5 Challenges in Managing Commitment 
The findings from the cross-case analysis reveal various challenges faced by the employers in 
managing their professional employee‟s commitment. Likewise, there are also challenges faced 
by the employees in maintaining their organisational commitment. Each of the challenges is 
briefly presented in this section and summarised in Table 8.9. 
 
Table 8.9  Cross-case comparisons of challenges in managing commitment 
Case Study 1: Quantity Surveying Practice (QSP) Case Study 2: Multi-disciplinary Practice (MDP) 
Employer‟s views on 
challenges in managing 
their professional 
employees‟ commitment  
Professional employees‟  
views on challenges in 
maintaining their 
commitment 
Employer‟s views on 
challenges in managing 
their professional 
employees‟ commitment  
Professional employees‟  
views on challenges in 
maintaining their 
commitment 
To reduce the effects of 
the economic crisis 
The impact of the 
economic crisis 
To reduce the effects of 
the economic crisis 
The impact of the 
economic crisis 
To provide support to 
employees 
Personal problems To provide support to 
employees 
Personal problems 
To manage organisational 
conflicts  
Unmet job expectations To manage organisational 
conflicts  
Disagreement 
To monitor employees‟ 
work 
 To implement formal 
procedures 
 
  To develop employees‟ 
capabilities 
 
 
8.3.5.1 Challenges Faced by the Employer 
There are three main challenges mentioned by both QSP and MDP employers: 1) to reduce the 
effects of the economic crisis; 2) to provide support to employees who face personal problems; 
and 3) to manage organisational conflicts. On top of that, QSP director also raised the problem of 
monitoring employees‟ work to ensure quality services. MDP director, on the other hand, 
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highlighted another two issues faced by him in maintaining professional employees‟ 
commitment: 1) to implement formal procedures; and 2) to develop employees‟ capabilities. The 
main strategies taken by the employers of both cases to overcome the challenges are through 
continuing open communication and a close relationship with the employees.  
 
8.3.5.2 Challenges Faced by the Employees 
In both cases, the professional employees mentioned two similar problems for them to keep 
maintaining their organisational commitment. The two challenges are related to: 1) the economic 
crisis; and 2) personal problems. The employees highlighted that they have been affected by the 
economic crisis, particularly, when there are fewer new projects coming in and they received less 
rewards. In addition, there are also other challenges raised by the employees. One of the QSP 
professional employees raised his disappointment due to unmet job expectations and MDP 
professional employees mentioned that they could be affected when there is disagreement 
between them and the employer. All these challenges suggest that the professional employees 
strive to remain committed. They rely on factors important to them (as previously discussed in 
Section 8.3.3 and 8.3.4) for maintaining their organisational commitment.  
 
The above findings from the cross-case analysis on the challenges related to the management of 
professional employees‟ commitment suggest that the challenges can be further categorised into 
two groups: 1) internal constraints (such as personal problem and organisational conflicts); and 
2) external pressures (such as the economy recession). Clearly, there are many significant issues 
related to the management of construction professionals‟ commitment within the two case study 
organisations. The position of these findings in the context of the existing literature is discussed 
in the next section. 
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This section presents the analytical discussions by making comparisons between the emergent 
concepts from the case studies and the existing theories in the literature. This section is 
structured into two main sub-sections. First, it discusses the emerging theory on the nature of 
construction professional‟s commitment and relates it with the existing theory on commitment 
(Section 8.4.1). Second, it rationalises the findings on the impact of HRM on construction 
professional‟s commitment with the evidences from the existing literature (Section 8.4.2).  
 
8.4.1 Organisational Commitment: A Mixture of Attitudes and Behaviour 
A general assumption of the commitment literature has been that behaviours are not part of 
commitment itself, and attitudinal commitment leads to behaviours. There is a great tendency to 
focus merely on the attitudinal aspect of commitment (such as Meyer and Herscovitch (2001) 
and Arnold et al.'s (2005) model of commitment discussed in Section 3.2.4.2 and 3.2.4.4 of 
Chapter 3). On the contrary, the findings of the current study confirms Swailes' (2002) model of 
commitment (Section 3.2.4.3 of Chapter 3), which acknowledges the complex nature of 
commitment, which is a mixture of attitude and behaviour. Generally, organisational 
commitment is defined and expressed by the constructional professionals based on both 
perspectives: 1) attitudinal; and 2) behavioural, as illustrated in Figure 8.2. The figure was 
previously shown as Figure 3.2 in Section 3.2.1, but is reproduced here to include the findings 
from the cross-case analysis. 
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Attitudinal Commitment
psychological states of commitment
Behavioural Commitment
overt manifestations of commitment 
(Mowday, 1979: 225)  
The findings of the current study reveal:
 Sharing the same goal
 Making efforts for organisational 
success
 Supporting the efforts of others in the 
organisation
 Being proactive
 Take criticism
Affective commitment
employee’s emotional attachment to, identification 
with, involvement in an organisation (Allen and Meyer, 
1990) and strong desire to stay at organisation (Porter 
et al., 1974; Mowday et al., 1979)
The findings of the current study reveal:
 A strong belief in the organisational goals such as 
to satisfy existing clients
 Feeling a sense of belonging
 Feeling proud to be recognised as the 
organisation’s member of staff
Normative commitment 
employee’s feeling of obligation to stay with an 
organisation (Allen and Meyer, 1990)
The findings of the current study reveal:
 Feeling in debt to organisation for providing 
support such as paying for tuition fees and giving 
an interest-free car loan
 Feeling thankful for being employed by the 
organisation
Continuance commitment 
employee’s perception of the costs and benefits 
associated with staying or leaving an organisation 
(Allen and Meyer, 1990)
The findings of the current study reveal:
 Perceived costs are related to unavailability of job 
alternatives due to the economic recession
 Perceived benefits are the short distance from 
home to office and an opportunity to achieve 
personal goals in the organisation
Construction 
Professional’s 
Organisational 
Commitment
 
Figure 8.2  The nature of construction professional’s organisational commitment 
 
First, construction professional employees of both case study organisations expressed their 
psychological states of commitment to the organisation based on the three main components of 
attitudinal commitment that variously coexist: 1) affective; 2) normative; and 3) continuance 
commitment (Meyer and Allen, 1991). Second, behavioural commitment is demonstrated by 
sharing the same goals, making efforts for organisational success, supporting the efforts of others 
in the organisation and being proactive. Based on these findings, the thesis supports Swailes' 
(1999) argument that attitudinal commitment and behavioural commitment should be viewed as 
co-existing and the two influence each other. The finding confirms the multidimensionality and 
the complex nature of organisational commitment. The implications of the findings are discussed 
in the next chapter (Section 10.4). The influence of HRM practices to commitment is discussed 
in the next section. 
 246 
8.4.2 Managing Commitment within Small CPS Firms 
Since the aim of this research is to develop a framework for managing organisational 
commitment within small CPS firms, it is important to compare the HRM practices linked to 
commitment identified in the current study with the existing literature. The similarities and 
differences derived from the comparison would clearly posit the proposed framework in the 
literature. The five main HRM practices affecting the construction professionals‟ commitment 
are: 1) job design; 2) performance and career management; 3) training and development; 4) 
reward management; and 5) employee involvement. Each of the five HRM practices is discussed 
below. 
 
8.4.2.1 Job design 
Some researchers have found evidence that job characteristics such as autonomy and variety 
have a positive impact on employees‟ commitment (Buck and Watson, 2002; Smeenk et al., 
2006; Luna-Arocas and Camps, 2007). There is also evidence that contextual characteristic of 
job, such as working relationship between the employee and employer, is an important 
determinant of commitment (Benson and Brown, 2007). In the construction management 
literature, Cheung et al. (2005) have found that challenges at work, freedom to adopt own 
approach and good working relationship were found to be important in fostering construction 
professionals‟ commitment. The finding of the current study is supported by the abovementioned 
studies. The importance of job design is clearly evident in both case studies, as previously 
discussed in Section 8.3.3.1. Recognising the importance of job design to construction 
professional employee‟s commitment, the employer should design policies and practices that 
increase employee discretion and responsibility and foster good working relationship. However, 
there are a few problems related to job design within the case study organisations (as previously 
discussed in Section 8.3.3.1). Morgeson and Humphrey (2006) highlighted a few challenges of 
job design. Among them are the difficulties to decide exactly what changes that need to be made 
and some changes are simply impossible to make. For example, increasing task variety may 
produce job overload in already complex job. Moreover, quite often, changes in work are 
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incremental and occur without any sort of systematic plan. Therefore, small CPS firms would 
need to have a systematic approach in designing job that can meet the employee‟s expectations.  
 
8.4.2.2 Performance and career management  
The importance of performance and career management in developing organisational 
commitment has been mentioned in several studies (Bambacas, 2004; Kinnie et al., 2005; 
Farndale et al., 2011). There are evidences that employees‟ commitment is influenced by their 
perception and experience of performance management practices including appraisal frequency, 
outcomes of appraisal, the extent of personal involvement in target setting and performance 
feedback. In terms of career management, there is evidence that career advancement 
opportunities such as internal promotion have a positive impact on employees‟ commitment 
(Morris et al., 1993; Gould-Williams, 1999). In the construction management literature, Lingard 
and Lin (2004) have found that career progression is an important factor that fosters 
organisational commitment among construction workers in the Australian construction industry. 
Similar to the aforementioned studies, the current study has found that performance and career 
management as an important factor affecting the professional employees‟ commitment, as 
previously discussed in Section 8.3.3.2.  
 
8.4.2.3 Training and development 
The finding of the current study is consistent with Benson (2006) who found that knowledge 
workers are more likely to appreciate the value of training and life-long learning for them to keep 
up-to-date with technological changes. In his study, Benson (2006) found that employees who 
had on-the-job training and gained specific skills are more committed and less likely to leave the 
firm. Apart from this study, there are many other studies that reveal the positive impact of 
training and development on organisational commitment (Gould-Williams, 1999; Gallie et al., 
2001; Bambacas, 2004; Smeenk et al., 2006; Mendelson et al., 2011). The finding of the current 
study is consistent with all these studies. 
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8.4.2.4 Reward management 
The positive relationship between reward and commitment has been found in many studies 
(Caldwell et al., 1990; Gould-Williams, 1999; Appelbaum et al., 2000; Buck and Watson, 2002; 
Kinnie et al., 2005; Smeenk et al., 2006). Similarly, the findings of the current study reveal that 
reward (especially a fair and reasonable salary) is related to the professional employees‟ 
commitment, as previously discussed in Section 8.3.3.4. 
 
8.4.2.5 Employee involvement 
The importance of employee involvement to organisational commitment is evident in several 
studies (Gould-Williams, 1999; Appelbaum et al., 2000; Gallie et al., 2001). In the construction 
management literature, employee empowerment is found to be positively related to commitment 
of quantity surveyors in Hong Kong (Liu et al., 2007). It was found that the quantity surveyors 
become more committed when they are given more access to opportunities, information, 
resources and support to become more involved in their work and the organisation. The finding 
of the current study is supported by the abovementioned studies. 
 
Overall, the above five main HRM practices affecting the construction professionals‟ 
commitment are consistent with the results of Roehling et al.'s (2000) content-analysis that 
demonstrate few expectations of the employees of the new employment relationship. The finding 
is also consistent with Dainty et al. (2004) who have identified key expectations of the 
psychological contracts of 30 construction project managers in the UK. It is apparent that there 
are various practices that contribute positively to the employee commitment, as mentioned by the 
construction professionals. This emphasises the importance of a combination („bundles‟) of 
HRM practices in place, rather than focusing on individual practices to maximise the potential 
benefits of HRM in managing commitment more effectively (Huselid, 1995; Horwitz et al., 
2003). Another study has shown that employees‟ commitment was strengthened when employees 
perceived they were supported and they valued the HRM practices (Bambacas, 2004). A 
mismatch between organisational structure, procedures and culture with the employees‟ 
expectations was identified as the key problem causing low levels of commitment among 
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professional employees (Rowlinson, 2001). Thus, it is vital to ensure the quality (and not only 
the quantity) of these practices because the employees‟ organisational commitment was found to 
be greatly influenced by their perception and experience of the implementation of HRM 
practices.  
 
However, there are a few issues related to current HRM practices within the case study 
organisations, as previously discussed in Section 8.3.3. The informal, subjective and lack of 
rigour in the implementation of HRM practices in the case study organisations, reflects the 
typical characteristics of HRM in construction (Dainty et al., 2000; Lockyer and Scholarios, 
2007; Raiden et al., 2008). Surprisingly, there are some areas of HRM in the case study 
organisations that can be considered as „sophisticated‟ such as the implementation of the intranet 
„time slips‟ systems for monitoring employees‟ work performance at MDP. Another example is 
the company‟s continuous support to employees‟ training and development in both cases. These 
findings reveal that smaller construction firms have the potential to implement good people 
management to secure employees‟ commitment. In this view, the issues related to the 
implementations of HRM within the case study organisations could be explained by the lack of 
financial resources and human resources that constrain the small firms to make investment in 
HRM practices, as similarly evident in other studies (Dainty et al., 2005; Debrah and Ofori, 
2006). Druker et al. (1996) found that most construction companies have reduced their 
investment in HRM during the recession of the early 1990s. An example is closing down their 
management development centres. Similarly, the current study found that the employers have 
make further reductions in their investment in HRM practices (such as the implementation of pay 
cuts) in response to the economic crisis. Nevertheless, it is argued that the employees‟ negative 
perception of a few practices such as the informal and subjective nature of the performance 
management and lack of employee involvement need be taken seriously and be improved to 
maintain their organisational commitment. 
 
Furthermore, there are various challenges associated with the management of construction 
professionals‟ organisational commitment, as discussed in Section 8.3.5. These findings confirm 
the notion that commitment to organisations may be more difficult for professional employees 
(Winch and Schneider, 1993). It is argued that the characteristics of professional employees 
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(such as demand greater autonomy and have high expectations of work) have made it more 
difficult for the organisation to secure their commitment (Newell et al., 2009). Coupled with this 
issue are the inherent challenges due to the nature of the construction industry (Section 2.2.2). 
Accordingly, this suggests the need for an appropriate management framework to the 
management of commitment within the small CPS firms for its successful implementation.    
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The chapter began with comparing the unique background of the case study and the research 
participants. It shows the similar characteristics of the organisations (i.e. small-sized CPS firm 
operating in Midlands, UK) that justify the selection the two cases for the purpose of achieving a 
literal replication. At the same time, there are differences in terms of the type of services, total 
number of employees, business turnover and length of years in the industry. These differences 
show that each case is unique. The findings of each case are therefore situated firmly within 
those particular contexts. Following the comparisons of the case study organisations and research 
participants, the chapter has presented the cross-case analysis of the two case studies. By and 
large, there appear to be many similar findings between the first and second case study. For 
example, there are similarities in the interpretations and expressions of organisational 
commitment in both cases. This suggests that a literal replication was successfully obtained 
which add confidence to the emerging theory (Yin, 2009). At the same time, there are differences 
such as in the implementation of HRM within the small CPS firms, which demonstrate the 
particular unique insights of each individual case. Finally, analytical discussions were made by 
comparing the emergent concepts and theory from the case studies findings against the existing 
literature. Overall, the findings of the current study were supported by the evidence from the 
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existing literature. There appear to be many significant issues related to the management of 
professional employees‟ commitment. This suggests the need for an appropriate framework to 
the management of commitment within the small CPS firms. The next chapter (Chapter 9) 
presents the proposed framework. 
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CHAPTER NINE 
9 A Framework for Managing Professional Commitment: 
Development and Evaluation 
 
9.1 Introduction 
Following the cross case analysis that highlights emerging issues from the case studies, this 
chapter presents a framework for managing organisational commitment in small CPS firms. This 
chapter is structured into three main sections, as shown in Figure 9.1. First, it describes the 
development of the framework by justifying the need for the framework, providing the aim and 
objectives of the framework and presenting the overview of the framework (Section 9.2). 
Second, it explains the implementation guide of the framework by suggesting related activities 
for each main element of the framework (Section 9.3). Third, it presents the findings of the 
evaluation of the proposed framework (Section 9.4). The chapter‟s structure diagram (Figure 9.1) 
is reproduced throughout the chapter with relevant sections highlighted to guide the reader.  
 
 
Background and Development of 
Framework (9.2)
     Framework Implementation Guide 
(9.3)
Introduction (9.1)
Summary (9.5)
Evaluation of Framework (9.4)
CHAPTER NINE: A Framework for Managing Professional Commitment: Development and Evaluation
 
Figure 9.1  Structure of chapter nine 
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9.2 Background and Development of Framework 
Background and Development of 
Framework (9.2)
     Framework Implementation Guide 
(9.3)
Introduction (9.1)
Summary (9.5)
Evaluation of Framework (9.4)
CHAPTER NINE: A Framework for Managing Professional Commitment: Development and Evaluation
 
This section presents the background and development of the proposed framework for managing 
professional commitment within small CPS firms. This section is structured into three sub-
sections. First, it discusses the need for the framework (Section 9.2.1). Second, it states the aim 
and objectives of the framework (Section 9.2.2). Finally, it presents the overview of the 
framework (Section 9.2.3).  
 
9.2.1 The Need for the Framework 
There are several models outlining the process of organisational commitment as discussed in 
Section 3.2.4 of the literature review chapter. Although these models such as  Swailes (2002) and 
Arnold et al., (2005) are important in explaining the complex process of organisational 
commitment, they are not specifically developed to suit to any particular organisational context. 
Furthermore, a lot of studies on organisational commitment adopt and test commitment models 
but are primarily from the context of larger sized organisations rather than small businesses. As 
such, there is a need to develop a framework to meet the needs of small firms in managing their 
employees‟ commitment to fill this gap.  
 
Yusof and Aspinwall (2000) have made a distinction between model and framework in which 
they refer a model as a set of answers to the question of „what is‟ and, with the overall concept or 
elements put down together, whereas a framework is a set of answers to „how to‟ questions and 
provides an overall way forward. Yusof and Aspinwall (2000) also provide some useful guide 
for developing a framework that is applicable and suitable for small businesses. According to 
them, a framework, when developed from a small business perspective, needs to be less complex 
and less complicated in nature as small firms need a much simpler approach than their larger 
counterpart. In addition, a sound framework should be systematic and easily understood; have 
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clear links between elements which are presented and also implementable. All these 
characteristics were considered carefully when developing the framework for managing 
commitment in small CPS firms.  
 
The framework is developed from the key issues related to the management of organisational 
commitment within small CPS firms. These issues were identified from the cross-case analysis 
of findings from the two case studies conducted in the current study, as presented in the previous 
chapter. Overall, the findings of the cross-case analysis revealed that the case study organisations 
have numerous strategies for managing their professional employees‟ commitment. However, the 
importance of integrating employees‟ needs and expectations into the design and implementation 
of the strategies is often overlooked. The strategies taken are also generally very subjective and 
less formalised. Accordingly, the research findings supported by the literature (Section 2.3.3 of 
Chapter 2 and Sections 4.2.2 and 4.2.3 of Chapter 4) have been used to develop a framework of 
managerial and HRM interventions to enhance the commitment of professional employees in 
small CPS. The framework is developed for small CPS firms‟ employers to facilitate their efforts 
in managing professional commitment. The general aim and specific objectives of the framework 
are explained in next section. 
 
9.2.2 Aim and Objectives of Framework  
The framework aims to help the employers of small CPS to develop appropriate managerial and 
HRM interventions to enhance the commitment of construction professionals in small CPS. 
 
Accordingly, the specific objectives of the framework are:  
1. To integrate both organisational objectives and employees‟ expectations to provide equal 
benefit for both parties of the employment relationships i.e. the employer and employees;  
2. To highlight the main elements of the employment relationships that influence 
organisational commitment within small CPS firms; 
3. To facilitate the selection of appropriate strategies to manage commitment of 
professionals in small CPS firms; and 
4. To aid in improving the current practices in managing professional commitment. 
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9.2.3 Framework Overview 
The framework presents a holistic view of all the issues that influence the development and 
maintenance of organisational commitment among construction professional employees within 
small CPS firms. The framework comprises the following two main components: 
 
1. Contextual factors 
Contextual factors refer to the specific contexts of an organisation which vary from one 
organisation to another. The contextual factors are identified as external context (economy, 
labour market and competitors) and internal context (organisational objectives and employees‟ 
expectations) in the framework.  
 
2. Input factors 
Input factors refer to factors affecting commitment. The input factors collectively indicate „how‟ 
organisational commitment of the professional employees is managed within small CPS firms. 
The input factors are identified as the „HRM practices to foster commitment‟ in the framework.  
 
A proposed framework for managing commitment of professional employees in small CPS, 
showing the relationship between the two components is shown is Figure 9.2.  
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Figure 9.2  Framework for managing professional commitment 
 
 
The framework highlights three important considerations for the employers of small CPS to 
enhance the commitment of professional employees. First, the framework incorporates external 
contexts of the organisation such as the economy, labour market and competitors that may affect 
the employment relationships. For instance, the competitive business environment with limited 
work due to the economic recession has broadly influenced organisational objectives in 
managing the business, as evident in the case study findings. Similarly, when a labour market is 
unable to provide jobs for everyone, contributing to high unemployment, it affects employees‟ 
expectations of job security. Clearly, this dynamic nature of the external factors may affect the 
employment relationships with its direct influence on the organisation and employees, as 
indicated by the one-way arrows in Figure 9.2. 
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Second, the framework indicates the importance of considering the internal contexts referring to 
the needs/objectives of both parties of the employment relationship (organisation and individual 
employee). The research findings revealed organisational objectives of the case study 
organisations as listed in Table 9.1. Among the organisational objectives are to grow the business 
by not only attracting new clients but, more importantly to satisfy existing clients, to enter new 
sectors that offers more opportunity and to develop employees‟ capabilities. It is important to 
note that the objectives are not listed in the order of importance/priority since the current 
research does not attempt to identify this.  
 
Table 9.1  Organisational objectives of small CPS firms 
Organisational objectives 
1. To secure work  
2. To satisfy clients 
3. To make profits  
4. To continue expansion (business growth) 
5. To enter new sectors with more opportunity 
6. To establish new contacts 
7. To develop employees‟ capabilities 
 
 
As contended by Roehling et al. (2000), it is vital to satisfy the needs of both parties to the 
employment relationship in order to achieve effective employment relationships. This would 
mean that the efforts to manage employment relationship effectively, to influence commitment, 
should not be viewed as driven solely by the organisational objectives and strategy. Accordingly, 
this framework acknowledges the importance of considering both the organisational objectives 
and employee expectations in determining appropriate strategies to manage employees‟ 
commitment, as indicated by the one-way arrows in Figure 9.2.  
 
Third, the framework highlights five interrelated main elements of the employment relationship 
that have been identified as important to the employees‟ commitment in small CPS firms: 1) job 
design; 2) performance/career management; 3) reward management; 4) employee involvement; 
and 5) training and development. All these five HRM practices collectively foster organisational 
commitment. 
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On top of the above five HRM practices, there are two other factors affecting commitment as 
mentioned by the professional employees: 1) location of the office; and 2) family commitment. 
While acknowledging the effects of these two factors on the employees‟ commitment, the main 
focus of the proposed framework is on HRM practices as these are under managerial control.  
 
The above five HRM practices have been derived mainly from the case study findings, as 
previously discussed in Section 8.3.2 of Chapter 8. Based on the professional employees‟ 
responses, the above HRM practices affecting commitment represent their expectations of the 
employment relationship. Accordingly, all five HRM practices need to be effectively linked and 
managed appropriately to collectively influence organisational commitment, as indicated by the 
double-headed arrows in Figure 9.2. The combination of these HRM practices provides a flexible 
framework which facilitates the management of professional commitment within small CPS. The 
selection of an appropriate strategy for a particular employee, however, is subject to the specific 
needs and expectations of a particular employee. For example, younger employees are found to 
be more concerned about knowledge and skills development while more senior employees 
require more autonomy in making decision. This is further discussed in the next section. 
 
9.3 Framework Implementation Guide 
Background and Development of 
Framework (9.2)
     Framework Implementation Guide 
(9.3)
Introduction (9.1)
Summary (9.5)
Evaluation of Framework (9.4)
CHAPTER NINE: A Framework for Managing Professional Commitment: Development and Evaluation
 
 
This section discusses the implementation guide of the framework. The guide spells out 
recommended activities/strategies to enhance employees‟ commitment and provides expected 
outcomes of implementing the recommendations. The section is structured according to five 
HRM practices linked to commitment: 1) job design (Section 9.3.1); 2) performance/career 
management (Section 9.3.2); 3) reward management (Section 9.3.3); 4) employee involvement 
(Section 9.3.4); and 5) training and development (Section 9.3.5). 
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Job design refers to the process of putting together various job characteristics to form a particular 
job. The importance of job design is evident in the case studies as one of the important factors 
affecting the commitment of professionals. As such, it is pertinent to examine job characteristics 
that are relevant to the job design aimed to enhance the professional employees‟ commitment. 
There is a long list of job characteristics but it is argued that the selection of characteristics 
should be based on the relevance of the characteristics within a particular context, guided by the 
overall theory of work design (Parker et al., 2001). Three dimensions of job characteristics have 
been identified as important to the construction professionals are: 1) task characteristics; 2) 
knowledge characteristics; and 3) contextual characteristics. First, task characteristics are 
concerned with how the work itself is accomplished and the range and nature of task associated 
with a particular job (Morgeson and Humphrey, 2006). Second, knowledge characteristics reflect 
the kinds of knowledge, skill and ability demands that are placed on an individual employee. 
Third, contextual characteristics are concerned with the aspects of surroundings in which the 
work is performed. Each characteristic has few dimensions (Hackman and Oldham, 1975; 1980;  
Sims et al., 1976;  Morgeson and Humphrey, 2006), as summarised in the left most column of 
Table 9.2. These various dimensions need to be considered in designing work for the 
professionals, to manage the work more effectively. Accordingly, the framework outlines the 
recommended activities for each dimension, as summarised in the right most column of Table 
9.2. These recommendations were developed from the case studies findings and HRM literature. 
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It is acknowledged that the small CPS firms might not be able to provide all the 
recommendations of job design, particularly when their job is limited due to the external 
economic recession. Accordingly, the selection of job characteristics is subjected to two main 
factors: 1) individual employee‟s skill level, ability and experience; and 2) the types of job 
available and its requirement. A match between the two factors would determine whether a 
particular job characteristic is relevant to the firm. The main responsibility for job design lies 
with the organisational senior management (the company‟s directors) and divisional managers 
(heads of department) who work very closely with the professional employees. The expected 
outcome of implementing the recommendations is a more meaningful and interesting job can be 
created that will contribute positively to the professional employees‟ commitment. Ultimately 
this could improve the delivery of quality work that will meet project requirement and satisfy 
clients.  
 
It is important to note that job design is interrelated with the other four HRM practices affecting 
commitment, as shown in Figure 9.2. By this, it means that job design can complement the other 
practices. For example, if the employer finds it difficult to provide satisfactory monetary rewards 
such as salary and bonus (particularly during the economic recession) then perhaps job design 
could be geared towards enhancing employees‟ commitment. One way is to give task autonomy 
to the professional employees by increasing their discretion and responsibility. The 
interrelationship between job design and the other practices is explained further in the next 
sections. 
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Table 9.2  Job design recommendations 
Dimensions Descriptions Recommendations  
Task 
characteristics 
 
  
Task autonomy 
 
The extent to which a job allows freedom, 
independence and discretion in three 
interrelated aspects: 1. decisions making; 
2. work scheduling; and 3. work methods 
 
Increase employee discretion and 
responsibility, and freedom to adopt own 
approach and to schedule own work 
 
Task variety 
 
The degree to which a job involves a wide 
range of tasks or work activities 
 
Provide jobs that  involve a wide range of 
tasks or work activities 
 
Task 
significance 
 
The degree to which a job influences the 
lives or work of others, whether inside or 
outside the organisation 
 
Provide jobs that have significant impact 
on the organisation and others 
 
Task identity 
 
The degree to which a job involves a 
whole piece of work in which the results 
can be easily identified 
Assign jobs that encompass a complete 
unit of service (e.g. involvement in 
project from start to finish) rather than 
jobs that involve only small parts of the 
task 
Knowledge 
characteristics 
 
  
Job complexity 
 
The extent to which the tasks on a job are 
complex and difficult to perform that 
requires the use of high-level skills, thus 
is more demanding and challenging 
 
Assign tasks that are complex and more 
mentally demanding and challenging 
 
Problem 
solving 
 
The degree to which a job requires unique 
ideas or solutions, diagnosing and solving 
non-routine problem, and avoiding errors 
that demand employee‟s creativity 
 
Encourage creativity that includes 
generating innovative ideas or solution to 
any new problems encountered by the 
employee 
 
Skill variety 
 
The extent to which a job requires a 
variety of skills to complete the task 
 
Provide more stimulating and interesting 
works that require different talent and 
skills  
 
Specialisation The extent to which a job involves 
performing specialised task that reflects a 
possession of knowledge and skill in a 
particular area. 
Allow employee to perform specialised 
tasks 
Contextual 
characteristics 
 
  
Work 
conditions 
The environment within which a job is 
performed 
Provide adequate facilities and necessary 
resources needed to complete the task 
within a friendly and cooperative working 
environment 
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Another important factor that influences commitment is performance and career management.  
For QSP professional employees, the whole process has been described as “subjective” to the 
directors‟ assessment and decision. Moreover, employees‟ expectation of career 
development/advancement within the organisation can be problematic if not managed properly 
particularly with the very limited higher position within the small firms. Therefore, the 
framework includes guidelines for both performance and career management, as summarised in 
Table 9.3, which was developed from the case studies findings and HRM literature.  
 
Table 9.3  Performance/career management recommendations 
Areas Description Recommendations 
Performance 
management 
An approach that 
contributes to the effective 
management of individual 
employee‟s performance in 
order to enhance the 
achievement of 
organisational objectives 
 
 Identify individual competencies and capabilities 
 Identify target for performance and areas for 
improvement 
  Carry out regular performance appraisal  
  Evaluate employee‟s performance fairly and 
objectively  
  Monitor and review progress/performance 
  Provide performance feedback 
  Link performance appraisal to reward and training 
  Praise and give recognition for work well done 
Career 
Management 
A process for enabling 
employees to better 
understand, develop and to 
effectively use their career 
skills and interest both 
within the organisation and 
after they leave the 
organisation 
 Identify employees‟ competency, their personal 
objectives, career need and preferences 
  Provide transparent career progression 
opportunities 
  Develop employees‟ capabilities either through 
training or by giving more responsibility 
  Give career assistance and advice when necessary 
  Provide opportunity for career development  
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The first crucial step is to identify individual competencies and capabilities, personal objectives, 
career need and preferences. This could be done during performance appraisal which allows both 
parties (the employer and employees) to express their objectives and expectations. In addition, 
performance appraisal provides an opportunity for the employers to provide feedback to the 
employees based on their evaluation of the employees‟ performance. It is important for the 
employer to evaluate the employee‟s performance fairly and objectively based on his/her 
performance in meeting the requirements of the job such as quality and output of the work. In 
this case, a formal job description that is prepared for the purpose of job design (to specify 
employee‟s roles and responsibilities more clearly) can be a helpful tool for this process of 
performance appraisal. Apart from the appraisal, it is necessary for the employer to continuously 
provide review and performance feedback to the employee in the day-to-day contact with the 
employees. These practices have been cited as important to the professionals in maintaining their 
commitment to the organisation.  
 
Performance management can be linked to reward management by utilising the outcomes of 
performance appraisal to reinforce desired behaviour through rewards. For example, in 
rewarding performance, employers should praise and give recognition for work well done and 
provide performance-related bonus when it is affordable. On top of that, the outcomes of 
performance appraisal need to be linked to training. For career management, employers could 
relate it to job design and training. For example, the employer can develop employees‟ 
capabilities and enhance their employability by giving jobs that involve a wide range of tasks or 
work activities that have significant impact on the organisation and provide them with training. 
The responsibility for the overall management of the process is placed on the supervisor/manager 
of a particular employee. In the case of small CPS firms, it would normally be the company‟s 
director who works very closely with the employees. The expected outcome of implementing the 
recommendations is an effective management of individual employee‟s performance that will 
improve their work performance and employability.  
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Although reward, specifically salary, might not be a primary reason for the professional 
employees to be committed, it has been described as an important factor that influences their 
commitment to the company. Thus, it is important that employers have a reward system that can 
positively influence and maintain employees‟ commitment. Particularly in difficult economic 
times, it becomes more crucial to develop a reward system that is affordable to the employer and 
at the same time is acceptable to the employee. One approach to take is to design a reward 
system that combines both monetary and non-monetary rewards, as summarised in Table 9.4.  
 
 
Table 9.4  Reward management recommendations 
Types of 
Reward 
Description Recommendations 
Monetary 
rewards 
Compensation that is paid to 
the employees by any 
negotiable instrument (such as 
cash, cheque, money order and 
direct deposit) in exchange for 
their works/services to the 
organisation 
 
 Compensate employees with reasonable and 
competitive salary 
 Reward performance with bonuses and/or profit 
shares 
Non-monetary 
rewards 
Any benefit that is given to the 
employees other than monetary 
compensation  
 Provide benefits such as funding of education 
and health insurance  
 Praise and give recognition for work well done 
  Offer flexible working hours 
  Increase employee‟s task autonomy 
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By focusing solely on monetary rewards such as salary and bonus, it can pose a big challenge to 
the employers who are having difficult times due to the economic recession, as evident in the 
case studies. Thus, apart from monetary compensation, the employees can be rewarded by 
providing them with benefits such as funding of education and health insurance. When these are 
also unaffordable due to lack of fund, the employer could offer flexible working hours and 
increase task autonomy so that the employees can feel valued and rewarded. The decision on 
which types of reward to offer is subjected to the organisational strategy and objectives as well 
as the employee‟s needs and expectations. Employee involvement initiatives could aid this 
decision making process. For instance, through downward communications the employer can 
develop employees‟ understanding of organisational objectives, policy and strategies. At the 
same time, upward communication is important to encourage employees to communicate their 
specific needs and expectations such as funding of education. In doing so, mutual understanding 
between the employer and employees can be improved for the benefits of both parties. The 
efforts to manage employee involvement more effectively is discussed further in the next section. 
 
The responsibility for reward management is placed on the organisational senior management 
(the company‟s directors) and HR manager. The expected outcome of implementing the 
recommendations is an improvement in the employees‟ work outcomes as they feel rewarded 
fairly based on their performance.    
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Employee involvement refers to initiatives that are designed and introduced by management with 
the aim to improve communication with employees, to develop commitment and to enhance 
employees‟ contributions to the organisation (Marchington et al., 1992). The focus is to give 
employees the opportunities to become involved in their work and organisation. This practice, 
however, does not mean „power sharing and joint decision making‟ between the management 
and employees. There are different types of employee involvement (Marchington et al., 1992; 
Loosemore et al., 2003) that can be adopted by small CPS firms to achieve those aims, as 
summarised in the left column of Table 9.5.  
 
The case study findings revealed the importance of communication and empowerment to the 
construction professionals. However, there is a lack of employee involvement in the first case 
study organisation. One of the consequences is dissatisfaction among the employees with the 
workload distribution. Accordingly, the framework outlines the recommended activities as to 
how to manage employee involvement more effectively, as summarised in the right most column 
of Table 9.5. 
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Table 9.5  Employee involvement recommendations 
Types of employee 
involvement 
Description Recommendations 
Downward 
communications 
Communication from employer to the 
employees to provide more 
information to develop their 
understanding of organisational 
objectives, policy and strategies 
Promote continuing open informal 
communication 
 
Conduct regular formal meeting and 
briefing session (general and project 
meeting) 
 
Utilise all communication tools such 
as notice board and e-mail systems 
 
Upward problem-
solving 
Communication from employees to 
the employer to ensure employees‟ 
opinion and ideas are heard and to 
involve them more fully in their work 
 
Encourage employees to put forward 
suggestions and recommendations 
such as areas for improvement 
 
Employee 
empowerment 
Provide employees with responsibility 
for their own task to enable better 
utilisation of their skills and expertise 
Give more access to information, 
resources and support needed to 
perform a task 
 
Provide continuous authority to 
enable employees to influence 
decisions particularly project-related 
decisions 
 
Financial 
participation 
Link reward to performance to 
increase employees‟ commitment to 
the business performance 
Make available profit-sharing 
schemes or employee share ownership 
 
In terms of communication, it is recommended that the employer fully utilises all communication 
tools to promote continuing formal and informal communication. A regular formal meeting is 
necessary for the employer to discuss workload and set priority of work and deadlines with their 
professional employees. It also provides an opportunity for the employees to put forward 
suggestions, to receive feedbacks and to discuss any problem related to their work, more 
formally.  
 
Furthermore, employee involvement initiatives could be achieved by designing jobs that give 
employees opportunities to become involved in their work and organisation. For examples, 
employers could empower the professional employees to influence decisions particularly project-
related decisions. It is important that the employees are given continuous authority and adequate 
resources (such as information, time and support) needed to perform a task. This is to ensure that 
the employees do not feel burden with the job. In addition, it is essential for the employer to 
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promote continuing open communication and conduct regular formal (general and project) 
meetings and briefing sessions to monitor and coordinate work more effectively. The employer 
also needs to encourage all employees to put forward suggestions and recommendations such as 
on areas for improvement related to their job design. By doing this, employee involvement as 
well as job design could be improved to benefit both parties of the employment relationships. 
Apart from communication and empowerment, financial participation is included on the basis for 
its potential benefit to increase employee involvement within small CPS firms. Financial 
participation is very much interrelated with reward management. For this approach, employers 
make available profit-sharing schemes or employee share ownership if that is affordable to the 
employer, and at the same time is acceptable to the employee, to increase employees‟ 
involvement and commitment to the business performance. The recommendations do not include 
„representative participation‟ based on the nature of case study organisations that are small sized; 
there communications are straightforward and generally take place on an individual face-to-face 
basis between employer and employees.  
 
The responsibility for the overall process of employee involvement is placed on the 
organisational senior management (company‟s directors), divisional manager (heads of 
department) and supervisor (project team leader/senior professional). The expected outcome of 
implementing the recommendations is a better mutual understanding between the employer and 
employees of each other‟s needs and objectives. In addition, it enables better utilisation of the 
professional employees‟ skills and expertise through effective employee empowerment. 
Consequently, this will improve individual employee‟s work performance. 
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Training and development is one of the essential elements of the employment relationship. 
Managerial commitment to train and develop employees, throughout their employment, 
demonstrates the organisation‟s commitment to employees‟ continuous development. This 
strategy helps to enhance organisational commitment among professional employees. In 
addition, investment in training and development could guarantee that employees‟ skills are up to 
date and marketable if they are unexpectedly out of work. Consequently, employees feel that 
they are valued and this contributes positively to their commitment as evident in the case study 
findings. At the same time, the results of the first case study indicate that senior employees are 
unable to attend formal training courses due to time constraints. Accordingly, the framework 
outlines some recommendations for CPS firms‟ employer to manage training and development 
more systematically and effectively. It is argued that a combination of on-the-job training 
(practice) and off-the-job training (theory) potentially offers a more effective training experience 
to an individual employee, as summarised in Table 9.6. 
 
Obviously, employees‟ day to day works offer a wide opportunity for the employees to „learn by 
doing‟. Thus, if funding for formal training is limited and if there is time constraint for 
employees to attend formal training, employers could assign tasks that are complex and more 
mentally demanding and challenging to develop their employees‟ capabilities. This shows the 
interrelationship between job design and training and development.  
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Table 9.6  Training and development recommendations 
Areas Description Recommendations 
Training and 
development 
A process of systematically 
develop employees‟ 
knowledge, skills and abilities 
to improve performance 
 Identify employees‟ training needs that 
take account of both general and specific 
training needs 
 Develop individual training development 
plans with an agreement by both employer 
and respective employee 
  Provide different kinds of training based 
on training need analysis 
  Supervise on-the-job training such as 
mentoring and coaching where younger 
employees learn from more experienced 
colleagues 
  Encourage employee to seek training and 
development opportunity either inside or 
outside the organisation 
  Provide support for training like funding 
for fees and day release for staff attending 
training courses 
  Evaluate training effectiveness such as 
gaining feedbacks from the individual 
employees 
 
Training and development could also be linked to performance management by utilising the 
outcomes of performance appraisal to identify employee‟s training and development needs. 
Individual training development plans can be developed with an agreement by both employer 
and respective employee during performance appraisal. Based on the developed training 
development plans, employer should provide different kinds of training to guarantee that 
employees‟ skills are up to date and relevant for their career development. It is also important to 
evaluate training effectiveness such as by gaining feedbacks from the individual employee 
during performance appraisal.  
 
Furthermore, training and development could be linked to employee involvement initiatives by 
focusing on the two-way communication between the employer and employees. It is important 
for the employer to promote continuing open communication to develop employees‟ 
understanding of organisational objectives and policy on training. In addition, employer should 
encourage employees to put forward suggestions and communicate their specific training and 
development needs. Furthermore, employer could encourage employees to seek training and 
development opportunities either inside or outside the organisation.  
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The responsibility for training and development lies on the organisational senior management 
(company‟s directors) and divisional manager (heads of department). The expected outcome of 
implementing the recommendations is an increase in employee‟s capabilities to improve 
performance. It also allows the employer to increase delegation of work and enhance the 
employee‟s employability. 
 
In summary, there are various HRM activities that need to be managed by the employers of small 
CPS firms to foster organisational commitment of professional employees. The next section 
presents the construction practitioners‟ evaluation of the framework. 
 
9.4 Evaluation of Framework 
Background and Development of 
Framework (9.2)
     Framework Implementation Guide 
(9.3)
Introduction (9.1)
Summary (9.5)
Evaluation of Framework (9.4)
CHAPTER NINE: A Framework for Managing Professional Commitment: Development and Evaluation
 
 
The method adopted for evaluating the framework was discussed in Section 5.7.3 of Chapter 5. 
This section presents the findings of the evaluation of the proposed framework. It begins with the 
objectives of the evaluation (Section 9.4.1) and the background of the respondents and their 
employing organisations (Section 9.4.2). Following this, it presents the analysis of the results of 
the evaluation in five sections. First, the respondents‟ view on the importance and relevance of 
elements identified in the framework is presented (Section 9.4.3). Second, the respondents‟ view 
on the completeness of the recommendations is presented (Section 9.4.4). Third, the practicality 
and feasibility of the recommendations is discussed (Section 9.4.5). Fourth, the 
recommendations to refine the framework made by the respondents are explained (Section 
9.4.6). Finally, the benefits gained from participation in the research as mentioned by the 
respondents are highlighted (Section 9.4.7).  
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9.4.1 Objectives of the Evaluation 
There are four main objectives for evaluating the proposed framework for managing 
commitment, as explained in Section 5.7.3 of Chapter 5. The four objectives are re-stated below 
for easy reference:  
1. To confirm whether the employers and employees of small CPS firms agree with the 
elements identified in the framework.  
2. To assess the completeness of the framework in dealing with all the issues that influence 
construction professional employees‟ commitment.  
3. To gather the employers‟ opinions on the practicality and feasibility of the 
recommendations put forward for each element in the framework.  
4. To identify benefits gained by the employers from involvement in the research, 
particularly participation in evaluating the framework. 
 
The rest of this chapter presents the findings of the evaluation based on these four objectives. 
Prior to this, the background of the respondents and their employing organisation is presented in 
the next section. 
 
9.4.2 Background of the Organisations and Respondents 
There were two quantity surveying practices and three multi-disciplinary practices who 
evaluated the proposed framework, as summarised in Table 9.7. Two of the firms were the two 
case study organisations: QSP and MDP. The other three (AlphaCo, BetaCo and GammaCo) 
were similar small CPS firms operating in the same area – Midlands, UK. This similar 
characteristic justifies the selection of these organisations to participate in the evaluation of the 
proposed framework. At the same time, of course, there are differences in terms of the total 
number of employees, business turnover and length of years in the industry. These differences 
show that each organisation is unique and the evaluation of the proposed framework (particularly 
the practicality and feasibility of the framework) is therefore situated firmly within those 
particular contexts. Among the five firms, only one firm, that is BetaCo, has more than 20 staff 
with an average annual turnover of over £1 million. The other four firms have between 10 and 12 
staff, and an average annual turnover of less than £500k. In terms of the length in the 
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construction industry, AlphaCo is the longest with more than 80 years of existence, while 
GammaCo is the youngest with 15 years of existence. The remaining three firms: MDP, BetaCo 
and QSP have been in the industry for 19, 32 and 39 years respectively.  
 
Table 9.7  Company’s background 
Organisation Year of 
establishment 
Type of 
organisation 
Services provided Number of 
employees 
(including 
directors) 
Average 
annual 
turnover 
QSP 1972 Quantity 
Surveying 
practice 
Quantity surveying; project 
management; building surveying; 
and construction design and 
management (CDM) co-ordination 
 
10  
 
£500k 
MDP 1992 Multi-
disciplinary 
practice 
Architectural design; project 
management; quantity surveying; 
structural engineering; CDM co-
ordination; building services; interior 
design; party wall surveying; and 
Clerks of Works services 
 
12  
 
£400k 
AlphaCo 1923 Multi-
disciplinary 
practice 
Quantity surveying; direct contract 
management; project management; 
CDM co-ordination; and building 
services engineering. 
 
10  
 
£750k 
BetaCo 1979 Multi-
disciplinary 
practice 
Architectural design; project 
management; quantity surveying; 
CDM co-ordination; and party wall 
surveying. 
 
24  £1.5m 
GammaCo 1995 Quantity 
Surveying 
practice 
Quantity surveying; project co-
ordination; CDM co-ordination. 
 
10 £300k 
 
There were altogether 8 interviews conducted for the evaluation involving 5 employers/managers 
and 3 construction professional employees of the abovementioned small CPS firms, as 
summarised in Table 9.8. All five employers/managers have been working with the respective 
organisation for at least 10 years and had many years of experience within the industry. Among 
the five employers, only one respondent - BetaCo manager who is a HR specialist (dedicated HR 
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personnel who spend more than half of their time on employee relations issues at the workplace). 
With regards to the employees, all of them have been working with the respective organisation 
for more than 5 years. In fact, one of them (i.e. the employee of AlphaCo) has been working with 
the company for 21 years, since the completion of his A-level until present. With this 
background of the research participants, as well as the background of the organisation (as 
previously presented), all opinions were highly valuable in evaluating the proposed framework. 
  
Table 9.8  Respondents’ background 
Organisation Position Gender Years of 
experience 
with 
current 
company 
Total years 
of working 
experience 
Professional Affiliation 
 
QSP Director Male 10 35 Chartered Quantity 
Surveyor (MRICS) 
Assistant Quantity Surveyor Male 7 9  
MDP Director Male 20 20  
Assistant Project Manager/ 
CDM Co-ordinator 
Male 5 11  
AlphaCo Director Male 21 44 Chartered Member of 
CIOB (MCIOB) 
 Senior QS Male 21 21  
BetaCo Practice Manager Female 10 10  
GammaCo Manager  Female 10 15 Chartered Quantity 
Surveyor (MRICS) 
 
Following the introduction of the respondent and their employing small CPS firms, the chapter 
continues to present the analysis of the evaluation. In the interest of brevity, verbatim quotations 
have not been included within the text in presenting the findings of the evaluation. Instead, 
narrative descriptions of the opinions were provided supported by summary tables shown in 
Appendix 9.  
 
9.4.3 The Importance and Relevance of the Elements  
All five employers agreed that the elements identified in the framework are important and 
relevant to their firms for enhancing their professional employees‟ commitment. They also 
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recognise the importance of the elements to improve the performance of the professional 
employees and ultimately the company. Moreover, the employers also believe that the elements 
identified in the framework might be important and relevant to other similar small CPS firms. 
Similarly, the professional employees agreed that the elements identified in the framework as 
important and relevant to their commitment. The respondents‟ views on the three main 
considerations highlighted in the proposed framework (Section 9.2.3) are summarised below.  
 
1. The influence of the external environment 
All the respondents agreed that the external environment has a direct influence on both the 
organisation and employees, as identified in the framework. The majority of them mentioned the 
economy as the most influential factor of the external context that has a great impact on the 
whole business‟ operations as well as on the employees‟ expectations.  
 
2. The integration of organisational objectives and employees‟ expectations 
There is evidence that the employers recognised the importance of meeting not only the 
organisational objectives, but also to fulfil their professional employees‟ expectations. In 
managing the employment relationship that satisfy the objectives of both parties to the 
employment relationship, three employers (QSP, BetaCo and GammaCo) mentioned 
communication that taken place during regular formal meetings and performance appraisal as an 
important strategy that enables better understanding and integration of organisational objectives 
and employees‟ expectations. In addition, the director of AlphaCo believes that employee 
involvement in the decision making and giving feedback to the employees is important so that 
both the employer and employees are aware of each other‟s objectives and expectations.  
 
3. The interrelationship of each HRM practice affecting commitment 
All five employers/managers agreed that the main elements affecting the professional 
employees‟ commitment are interrelated. They acknowledge that the five HRM practices “need 
to be looked at as a whole” and therefore, it is important that they do not focus on only one 
element. This finding indicates that the interrelationship of each element in the combination 
(„bundles‟) of the identified HRM practices is relevant and crucial for small CPS firms to 
enhance their professional employees‟ commitment.  
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In summary, the employers agreed that three main considerations highlighted in the proposed 
framework are relevant. Their assessment on the completeness of the recommendations is 
presented in the next section. 
 
9.4.4 The Completeness of the Recommendations 
All the respondents view the recommendations put forward in the framework as comprehensive 
in dealing with all the issues that influence construction professional employees‟ commitment. 
The employers believe that the recommendations have covered all the important factors affecting 
their professional employees‟ commitment. Similarly, the professional employees emphasised 
the importance of the recommendations to their commitment. For example, all the three 
employees mentioned variety of work, good working relationship and training opportunities have 
contribute positively to their commitment. On the whole, the professional employees‟ responses 
demonstrate that the recommendations are consistent with their expectations of the employment 
relationship. However, there is one specific recommendation that is financial participation 
(profit-sharing schemes or employee share ownership that is proposed in the framework under 
„employee involvement‟) which is regarded as irrelevant to the three employees because it was 
not provided by their employers. The evaluation of the practicality and feasibility of the 
recommendations are presented in the next section. 
 
9.4.5 The Practicality and Feasibility of the Recommendations 
Generally, the employers/managers view the recommendations of the framework as practical, 
because they already have, to a certain extent, considered and implemented the majority of the 
recommendations. All five employers said that there is no misalignment between all 
recommendations and the organisational objectives. They recognise that the recommendations 
suit the company‟s need and benefit the organisation as well as the employees. Moreover, the 
proposed framework and its recommendations fit in with their thinking and understanding of the 
approach to manage professional employees‟ organisational commitment. In view of that, they 
foresee no negative implications of implementing all the recommendations specified in the 
proposed framework.  
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The implementation of each of the five HRM practices within five small CPS firms that 
participated in the evaluation is presented in this section. In the interest of brevity, the discussion 
focuses on good practice and highlights challenges related to each practice. This discussion is 
necessary to identify the practicality and feasibility of each recommendations put forward in the 
proposed framework.  
 
9.4.5.1 Job design 
HRM PRACTICES TO FOSTER COMMITMENT
JOB DESIGN
REWARD 
MANAGEMENT
EMPLOYEE 
INVOLVEMENT
TRAINING & 
DEVELOPMENT
PERFORMANCE/
CAREER 
MANAGEMENT
 
With regards to job design, the main challenge is related to workload distribution mentioned by 
all five employers. Three employers/managers (QSP, BetaCo and GammaCo) highlighted the 
problem of assigning work to the younger employees who normally lack skill and experience, as 
compared to more senior staff. The employers have less confidence in the younger employees 
that they can satisfy client‟s needs and this limits the degree of autonomy given to younger 
employees. In this case, the senior employees are given the responsibility because the company 
needs “to get the best people on the job”. As a result, the senior employees are normally 
overloaded and having to work extra hours to cover the work. In relation to this, there is a 
concern to ensure that the staff are given adequate resources (including ample time) to deliver 
the work. The main strategy to deal with this is through communication for setting the deadlines 
and prioritising the works.  
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Another challenges mentioned by all five employees are their limitation in designing jobs that 
fulfil all the recommendations. From the employers‟ responses, it is clear that job design is very 
much determined by many factors such as the type of work available, the employee‟s capabilities 
(skill, knowledge and experience) and the client/project‟s requirement (such as agreed deadline 
and specific work standards). For example, professional employees are not given full task 
autonomy because their work is regulated by a certain work standard and subjected to a specific 
time frame, which mean that they do not have the complete freedom to make own choice of work 
scheduling and work methods (MDP and BetaCo). As such, the professional employees are 
given a fair degree of autonomy depending on their skills level and experience (QSP, BetaCo and 
GammaCo). The other job characteristics such as task identity, skill variety and job complexity 
would also depend on the size of the job and type of skills that are involved, as mentioned by all 
five employers. For instance, smaller projects may allow the employer to assign one employee to 
handle the project from start until completion. Bigger projects, on the other hand, may need 
different people (with different expertise) to carry out different tasks. 
 
A good practice of job design was found in BetaCo. The manager talked about the importance of 
job description for each individual employee. For each job, there is a specific job description and 
for every aspect of the job, the employer sets a rating system of 1 to 5. In this case, the job 
description serves as a competency checklist to identify skills required for each job. For example, 
an architect is required to score 4 or 5 in accuracy of drawings. The target is discussed and 
agreed during performance appraisal, as will be further explained in the next section. Another 
good practice of BetaCo is in terms of specialisation of its professional employees. The company 
has identified „practice champions‟ among its members of staff who have different areas of 
expertise. For example, there are staff who specialise in health and safety, CAD, sustainable 
architecture and other areas as listed in Appendix 10. The practice champions are identified 
when they first join the practice or whenever there is a shortage in the skill set, the company will 
ask for a volunteer to be trained in the specific area of expertise. The practice champions would 
normally be a team leader whenever his/her area of specialisation matches the specific project‟s 
requirements. With this approach, BetaCo allows its professional employees to perform 
specialised task.  
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Finally, in terms of contextual characteristics of a job, all five employees mentioned that a 
pleasant working environment is an important aspect of the work to foster their employees‟ 
commitment. However, constrained by the financial limitation due to the economic recession, the 
employers were unable to purchase new facilities such as computers, but they try to provide 
adequate facilities to all employees (BetaCo and GammaCo). Three companies considered 
themselves lucky when they managed to complete the renovation and decorating works of their 
office just before the recession hit the economy (MDP, BetaCo and GammaCo). Another 
practice (AlphaCo) managed to make an investment to install cooling equipment in the office to 
ensure that members of staff can work more comfortably particularly during summer time.  
 
9.4.5.2 Performance and career management 
HRM PRACTICES TO FOSTER COMMITMENT
JOB DESIGN
REWARD 
MANAGEMENT
EMPLOYEE 
INVOLVEMENT
TRAINING & 
DEVELOPMENT
PERFORMANCE/
CAREER 
MANAGEMENT
 
A good practice of performance and career management was found in BetaCo. The company has 
standard procedures for performance appraisal. For example, there a standard appraisal form that 
has a section for each employee to list their personal objectives such as personal skills that they 
want to achieve. There is also a section for the employer‟s evaluation of the employee‟s 
performance based on the job description that serves as a competency checklist. During 
performance appraisal, the employer would communicate the company‟s objectives and then 
discuss how these objectives could be matched with the employee‟s personal objectives. They 
will come to an agreement and both parties (i.e. the employer and the individual employee) will 
get a copy of the appraisal form which includes, among others, the agreed target or objectives to 
be achieved by the employee within a specified time frame. These targets are reviewed and the 
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employees are evaluated whether they have achieved the set target. With this practice, BetaCo 
believes that the evaluation is fair and objective. 
 
Another good practice was found in the second case study organisation. At MDP, the employees‟ 
progress and performance are monitored closely via the company‟s intranet time slip system. At 
the end of every month, a report is generated (from the system) that includes the company‟s 
overall performance and each discipline‟s performance. The company‟s director and heads of 
department will evaluate individual employees‟ performance based on the report. They will look 
at the allocated time and the actual time the individual employee has spent to complete their task. 
If there is any difference, the heads of department will discuss the matter in the departmental 
meeting to identify the cause and areas for improvement. With this practice, it allows MDP‟s 
employer to provide regular monthly performance feedback to its employees.  
 
The most difficult recommendation to implement is to link performance appraisal to reward and 
training. The director of QSP explained that reward and training is not only related to the 
company and the individual‟s performance, but also subjected to the economic situation. 
Similarly, the manager of GammaCo admitted that the company is unable to link performance 
appraisal to reward and training due to financial constraints as a result of the economic crisis. 
Furthermore, there are also challenges related to career management, as mentioned by all five 
employers. Being a small firm with a fixed structure, the employers mentioned that promotion 
opportunity is very limited in their respective company. Accordingly, they develop their 
professional employees through training and by giving them more opportunity to work on 
different stages of various projects to enhance their employability.  
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9.4.5.3 Reward management 
HRM PRACTICES TO FOSTER COMMITMENT
JOB DESIGN
REWARD 
MANAGEMENT
EMPLOYEE 
INVOLVEMENT
TRAINING & 
DEVELOPMENT
PERFORMANCE/
CAREER 
MANAGEMENT
 
Based on the employers‟ responses, reward management has been identified as the most 
challenging HRM practice to implement, particularly during the difficult economic condition. 
All five employers mentioned that a competitive financial reward is the most difficult one to 
achieve. Since the recession, the companies have to implement salary reduction and were unable 
to provide bonuses to their employees. The main strategies to overcome the above challenges are 
through good communication that foster friendly and close working relationships. On top of that, 
the employers reward their professional employees with non-monetary rewards such as health 
insurance (QSP, AlphaCo and BetaCo) and funding of tuition fees (QSP, MDP and AlphaCo). 
They also agree that praise and giving recognition to employees for work well done are 
important and relevant, but believe that the employees would value more tangible monetary 
rewards, especially salary. In terms of offering flexible working hours as another means of 
rewarding the employees, the MDP employer highlighted the difficulty to implement the 
recommendation. The office normally operates from 8.30am to 5pm, and all staff are expected to 
work within those hours so that communication across the department can take place efficiently 
during those hours. As such, it is not practical for a small company like MDP to implement flexi-
time. However, the employers see themselves as accommodating and flexible to allow their staff 
to take few hours or day off whenever necessary. For example, MDP and QSP have a few 
employees who work four days a week while BetaCo has one employee who works two days a 
week. 
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9.4.5.4 Employee involvement 
HRM PRACTICES TO FOSTER COMMITMENT
JOB DESIGN
REWARD 
MANAGEMENT
EMPLOYEE 
INVOLVEMENT
TRAINING & 
DEVELOPMENT
PERFORMANCE/
CAREER 
MANAGEMENT
 
For the small firms, communication generally takes place verbally. In terms of „downward 
communication‟, good practice was found in three firms (MDP, BetaCo and GammaCo). As for 
BetaCo, the monthly general staff meeting is a platform for the directors to communicate the 
outcomes of the directors‟ meeting to the employees and for the employees (according to each 
studio) to give a presentation of their on-going projects. In addition, at BetaCo, since the 
recession, there is a regular financial meeting at every three months for the employers to update 
the employees on the financial position of the company. Meanwhile, for MDP, apart from 
monthly general staff meeting, there are regular departmental monthly review and project 
meetings. GammaCo has weekly general staff meeting to discuss workload and potential job. 
According to the manager of GammaCo, it is difficult to make the weekly meeting regular 
because the professional employees are normally required to work outside the office. However, 
they managed to have the meeting at most of the weeks. All these evidences show the 
employers‟ efforts to improve employee involvement within their practices.  
 
In terms of „upward problem-solving‟ which refers to another recommendation that is to 
encourage employees to put forward suggestion, BetaCo has two good practices. First, there is an 
annual employee satisfaction questionnaire survey for the employees to provide feedback to the 
employer. Second, the employer encourages the employees to put forward their suggestions and 
feedback formally using a standard form called the “management information report”. 
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Employees‟ suggestions and feedbacks using the form are discussed in the directors‟ meeting 
and the outcomes are communicated to the employees.  
 
Furthermore, employee involvement initiatives also include employee empowerment. All 
employers agreed that the professional employees need to be given continuous authority to make 
decision, but that would depend on their skills level and experience. The only recommendation 
for employee involvement which has not been considered by the majority employers is financial 
participation. The employers, excluding the director of AlphaCo, were not considering 
introducing profit-sharing schemes or employee share ownership within their respective 
organisations. They mentioned that it is more practical to share the companies‟ profit with the 
employees through discretionary bonus (before the recession). In contrast, the director of 
AlphaCo believes that financial participation may benefit the company; allowing the company to 
“get the best effort from people”. He mentioned the main constraints of introducing profit-
sharing schemes or employee share ownership is the company‟s financial constraint affected by 
the economic crisis, and if there is any objection from the other directors.  
 
9.4.5.5 Training and development  
HRM PRACTICES TO FOSTER COMMITMENT
JOB DESIGN
REWARD 
MANAGEMENT
EMPLOYEE 
INVOLVEMENT
TRAINING & 
DEVELOPMENT
PERFORMANCE/
CAREER 
MANAGEMENT
 
Among the five companies, BetaCo has shown good practice by having the most structured 
training and development program. BetaCo identifies its employees‟ training need during staff 
induction and review them annually during performance appraisal. According to the manager, 
BetaCo adopts a policy of lifetime learning. Accordingly, there are different kinds of training 
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scheduled and regularly taken place at BetaCo. Among them are monthly RIBA accredited 
seminars conducted by people outside the company, ad hoc training for a specific need that is 
normally conducted by the director and manager and a regular fortnight technical workshops that 
involve skill sharing among the staff conducted by the practice champions. In terms of providing 
support for training particularly financial support like funding of tuition fees, it has been difficult 
since the recession. BetaCo was unable to continue providing financial support to pay for the 
employees‟ tuition fees. This is the same case for another company – GammaCo. However, the 
manager of GammaCo highlighted that, rather than financial, time constraint is the main reason 
for lack of formal training in the company. According to her, it is very difficult for the company 
to allow its staff to attend formal training because of the high workload (before the recession) 
and limited manpower to carry out work (especially during the recession after the layoff). As 
such, both companies rely more on in house training program that cater specific training needs of 
their employees. The other three companies (QSP, MDP and AlphaCo) still managed to continue 
paying for tuition fees and providing day release for staff attending training courses at the 
university.  
 
To sum up, although the employers/managers view the recommendations of the framework as 
practical, they faced many challenges in implementing those practices. Despite the limitations, 
there are good practices which have already been implemented by the small CPS firms. These 
findings indicate the feasibility of the recommendations put forward in the proposed framework. 
The next section presents the recommendations made by the respondents to refine the 
framework. 
 
9.4.6 Recommendations to Refine the Framework  
There are a few recommendations given by both the employer and employees to improve the 
proposed framework. The most mentioned recommendation is related to „job design‟; one of the 
main factors to foster organisational commitment. Three of the employers (MDP, AlphaCo and 
BetaCo) found the term „job design‟ as the least understandable. When the term „job design‟ was 
introduced to them (during the presentation of the proposed framework) they sought clarification 
of the meaning. For example, the director of AlphaCo said that the term „job design‟ is a new 
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phrase to him, and he would prefer the term „job characteristics‟ as it is better understood by 
him. Apart from the lack of understanding and lack of familiarity with the term “job design”, 
there are also recommendations to improve the current practice of job design within small CPS 
firms. One of the professional employees (QSP) suggested that the employer should provide „a 
formal employee‟s induction‟ and „a clear job description‟ particularly to the younger employees 
when they first join the company. Based on his own experience, when he started working with 
the current employer, the absence of these two items has caused uncertainty of what is expected 
from him. Another employer (GammaCo) suggested that „time management‟ related to workload 
distribution can be mentioned in one of the recommendations. She suggested that „time 
management‟ can be considered either under employee involvement („two-way communication‟ 
which the employer and employee agreed on deadline and priority of work) or under „job design‟ 
(„contextual characteristics‟ which the employer making sure that adequate resource is made 
available to the employee). 
 
Moreover, one of the employers (AlphaCo) suggested that „hygiene factors‟ such as “nice 
physical working environment” and “decent technical tools” can be regarded as part of the 
reward package. This factor (working condition) is included in the proposed framework as 
„contextual factors‟ under job design. Another employer (MDP) commented that the layout 
(presentation) of the framework is not attractive because of the many links connecting the 
elements. However, he does not have any suggestion on how to enhance the proposed layout. 
There were no other recommendations made by the respondents to refine the proposed 
framework. The next section presents the employers‟ views on the benefits gained from their 
participation in the research. 
 
9.4.7 Benefits Gained from Participation in the Research 
Finally, the employers/managers of small CPS firms mentioned a few benefits of participating in 
the research. The analysis of their responses identified three main benefits. First, it reinforces the 
importance of managing the employment relationships effectively. Interestingly, the employers 
admitted that their concentration on the successful implementation of construction projects might 
cause lesser attention being given to HR matters. This has been mentioned by the 
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employers/managers of QSP, MDP and GammaCo. Second, it makes them rethink the current 
HRM practices of the organisation. By going through all the recommendations of the main 
elements identified in the proposed framework, the employers re-examined and re-considered 
ways to improve their current approach of HRM. This has been mentioned by the director of 
AlphaCo and the manager of GammaCo. Third, it raises awareness of ongoing research projects 
on small CPS firms, as mentioned by the manager of BetaCo. In overall, the employers/managers 
thought that the proposed framework would be useful for them and they requested the final copy 
of the framework.  
 
9.5 Summary 
Background and Development of 
Framework (9.2)
     Framework Implementation Guide 
(9.3)
Introduction (9.1)
Summary (9.5)
Evaluation of Framework (9.4)
CHAPTER NINE: A Framework for Managing Professional Commitment: Development and Evaluation
 
 
The chapter has described a framework for managing organisational commitment in small CPS 
firms, which was developed based on the case studies findings and HRM literature. The results 
of the evaluation as presented above confirm that the framework has adequately unearthed the 
key issue related to the management of organisational commitment within small CPS firms. The 
respondents acknowledged that all elements identified in the framework are important and 
relevant to foster commitment. Moreover, the majority of the practices were already in place. 
There are only a few specific recommendations which are either had not been considered or need 
a further improvement for effective implementation. This is where they found the framework 
useful as it does not introduce or reinvent any new technique but identifies and reinforces 
familiar practices that can be geared towards effective management of organisational 
commitment within small CPS firms. The next chapter concludes the findings for the whole 
research and explains the implications of the findings. 
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CHAPTER TEN 
10 Conclusions 
 
10.1 Introduction 
This final chapter concludes this research. It begins with addressing the achievement of research 
objectives (Section 10.2) to highlight the contributions of the research (Section 10.3). Following 
this, the discussion moves to explain the implications (Section 10.4) and limitations (Section 
10.5) of the research. The chapter also discusses the recommendations for future research 
(Section 10.6). Finally, the chapter ends with a reflection of the researcher‟s role in the research 
process (Section 10.7). 
 
10.2 Achievement of Research Objectives 
The research objectives were developed in Section 1.5 of Chapter 1 in order to achieve the aim 
of the research. Altogether there were six research objectives that were achieved through various 
methods as summarised in Table 10.1. This section provides a brief summary of the key findings 
(presented in the related chapters) to demonstrate the achievement of all six objectives of the 
research.  
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Table 10.1 Methods of achievement of research objectives 
Aim Research objectives Methods of achievement Related chapters 
in the thesis 
To assist the 
management of 
construction 
professionals to 
develop 
appropriate 
managerial and 
HRM 
interventions that 
foster 
organisational 
commitment in 
small CPS firms  
R1. To review existing 
literature and theories on the 
organisational commitment of 
construction professionals 
Review of literature Chapter 2, 3 and 
4 
R2.To investigate the nature of 
organisational commitment 
among construction 
professionals  
Exploratory study involving 
interviews with five (5) 
employers of small CPS firms 
 
Two case studies involving 
participation observation, in-
depth interviews with three (3) 
directors and eight (8) 
construction professional 
employees and document 
analysis at two small CPS firms  
Chapter 6 and 7 
R3. To examine the elements of 
the employment relationship 
that influence organisational 
commitment within small CPS 
firms 
 
Exploratory interviews with 
five (5) employers of small 
CPS firms 
 
Two case studies involving 
participation observation, in-
depth interviews with three (3) 
directors and eight (8) 
construction professional 
employees and document 
analysis at two small CPS firms 
Chapter 6 and 7 
R4. To identify the challenges 
associated with effectively 
managing construction 
professionals‟ organisational 
commitment 
 
Exploratory interviews with 
five (5) employers of small 
CPS firms 
 
Two case studies involving 
participation observation, in-
depth interviews with three (3) 
directors and eight (8) 
construction professional 
employees and document 
analysis at two small CPS firms 
Chapter 6 and 7 
R5. To develop a framework of 
managerial and HRM 
interventions to enhance the 
commitment of construction 
professionals in small CPS 
firms 
 
Cross-case analysis and 
literature comparison analysis 
of findings from case studies 
Chapter 8 and 9 
R6. To evaluate the proposed 
framework with relevant 
personnel. 
 
Evaluation of developed 
framework through semi-
structured interviews with five 
(5) employers and three (3) 
construction professional 
employees of small CPS firms 
Chapter 9 
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10.2.1 Research Objective One 
Research objective one (R1): 
To review existing literature and theories on the organisational commitment  
of construction professionals 
 
The first objective (R1) was achieved through review of literature and the findings are presented 
in the literature review chapters (Chapter 2, 3 and 4). Chapter 2 investigated the theoretical 
foundations of the employment relationship. It began with the discussion on how small CPS 
firms are unique and differ from other types of organisations (Section 2.2.1). The main assets of 
small CPS firms are their professional employees to deliver the services promised, which raises 
the importance of managing organisational commitment of professional employees. In brief, 
employees demand the employer to not only meet the formal employment contract, but to also 
fulfil the complex psychological contract (Section 2.3.2). However, the intrinsic characteristics 
of the construction industry (Section 2.2.2) and its external environment (Section 2.2.3) present a 
challenging context for the employers of small CPS firms in managing their professional 
employees‟ expectations of the employment relationship.  
 
The literature continued with the focus on an important employee-organisation linkage that is 
organisational commitment in Chapter 3. The chapter investigated the theoretical foundations of 
organisational commitment. Attention was drawn to the complex nature of commitment (Section 
3.2). Generally, organisational commitment has been studied and defined in many different ways 
based on two approaches: 1) attitudinal; and 2) behavioural (Section 3.2.1 and 3.2.2). 
Organisational commitment can be seen as an important outcome of the employment relationship 
(Section 3.4). However, the absence of empirical studies of organisational commitment in the 
UK construction industry, specifically small CPS firms, suggests large gaps in the body of 
knowledge in this area. 
 
The final part of the literature review (Chapter 4) investigated the theoretical foundations of 
HRM and explained its relationship with the employment relationship and organisational 
commitment. It reviewed different models and approaches to strategic HRM. The Harvard Model 
(Beer et al., 1984), the Warwick Model (Hendry and Pettigrew, 1990) and the SHRM cycle 
(Loosemore et al., 2003), share one common ground in recognising the need to incorporate both 
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the internal context (i.e. organisational objectives and employees‟ expectations) and external 
contexts (such as the competitors and the economic conditions) in the design and implementation 
of HRM policy and practices (Section 4.2.2 and 4.2.3). From a review of the studies listed in 
Table 4.1, there are various HRM practices that are found to be important in enhancing 
commitment (Section 4.4). On the whole, it can be concluded that HRM has a major role to play 
in managing employee commitment, as supported by the empirical proof. However, HRM has 
been one of the most neglected areas of managerial practice within the construction sector 
(Section 4.5.2). Coupled with this issue are the significance of informal regulation and an 
individualised approach in managing human resources in small firms who are constrained by a 
lack of resources (Section 4.5.1). This could mean that the effort to improve HRM practices to 
tackle people management issues is expected to be more difficult for small CPS firms than their 
larger counterparts. On top of that, professional employees have their own professional values, 
demand greater autonomy and have high expectations of work, making it more difficult for the 
small CPS firms to secure their commitment (Section 4.5.2).  
 
On the whole, the review of the literature revealed that the available knowledge about the 
employment relationship, HRM and commitment in small construction firms is scarce, 
suggesting large knowledge gaps in the subject. Within this limitation, the overall findings from 
the review of the literature highlight the above key issues related to the management of 
organisational commitment within small CPS firms.  
 
10.2.2 Research Objective Two  
Research objective two (R2): 
To investigate the nature of organisational commitment among construction professionals 
 
The second objective (R2) was achieved through two ways: 1) exploratory study involving 
interviews with five (5) employers of small CPS firms; and 2) case studies involving 
participation observation, in-depth interviews with three (3) directors and eight (8) construction 
professional employees and document analysis at two small CPS firms. The findings of the 
exploratory study are provided in Mohyin et al. (2009), while the findings of the case studies are 
presented in Chapter 6 and 7. 
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Section 6.3 and 7.3 presented the findings of the case studies in relation to the nature of 
organisational commitment. The nature of organisational commitment was investigated through 
eliciting the meanings of commitment from both the employer and employees of small CPS 
firms. The findings of the two case studies revealed that both the employer and employees share 
a similar meaning of commitment, as summarised in Table 6.2 in Section 6.3.1 (for case study 
one) and Table 7.2 in Section 7.3.1 (for case study two). Generally, commitment is defined as 
employees‟ actions to achieve organisational goals such as „being professional‟, „delivering 
work‟ and „producing high quality work‟. Another similar meaning of commitment held by them 
is loyalty during the employment. Apart from eliciting the meaning of commitment held by the 
employer and employees, the nature of the construction professionals‟ commitment was further 
explored by investigating attitudinal commitment. From the employees‟ responses, it was found 
that the three components of attitudinal commitment (affective, normative and continuance) co-
exist, which confirm the complex nature of organisational commitment (Section 6.3.2 and 7.3.2). 
The study also investigated the professional employees‟ behavioural commitment to the 
organisation. The analysis identified four main themes: 1) sharing the same goals; 2) making 
efforts directed to organisational success; 3) supporting the efforts of others in the organisation; 
and 4) being proactive (Section 6.3.3 and 7.3.3). On top of that, the analysis of case study two 
identified another theme which is „taking criticism positively‟. It was found that the expressions 
of behavioural commitment are consistent with the definition of commitment as employees‟ 
actions towards achieving the organisational goals. This finding suggests the importance of 
organisational commitment to small CPS firms. Accordingly, it is important to investigate factors 
that influence the complex nature of commitment. 
 
10.2.3 Research Objective Three  
Research objective three (R3): 
To examine the elements of the employment relationship that influence organisational commitment within 
small CPS firms 
 
Similar to second objective (R2), the third objective (R3) was achieved through two ways: 1) 
exploratory study; and 2) case studies. The case study examined the nature of the employment 
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relationship and its relationship with organisational commitment from the perspectives of both 
parties to the employment relationships (i.e. the employer and employee). First, it sought the 
employer‟s views on the HR practices that are designed and implemented by the company to 
foster organisational commitment (Section 6.4.1 and 7.4.1). Second, it sought the professional 
employees‟ views about their experience of the HR practices and whether they recognise the 
strategies as important to their commitment (Section 6.4.2 and 7.4.2). The findings of the two 
case studies revealed five main areas of HRM practices agreed by both employer and employees 
as important to organisational commitment. The five HRM practices are: 1) job design; 2) 
performance and career management; 3) training and development; 4) reward management; and 
5) employee involvement. On top of that, the employees identified two other factors affecting 
their commitment. First, the professional employees of both cases mentioned individual 
characteristics, specifically family commitment as important to their commitment. Second, 
employees of the first case study mentioned location of the office as another important factor 
affecting their commitment. Furthermore, the interviews with the professional employees 
revealed a few issues pertaining to how the HR practices were being implemented by the 
employer such as the subjective nature of performance management. All of these issues, 
however, were not raised by the employers of both organisations. Accordingly, it is appropriate 
and interesting to explore the challenges associated with the efforts of managing commitment 
within the organisations.  
 
10.2.4 Research Objective Four  
Research objective four (R4): 
To identify the challenges associated with effectively managing construction professionals‟ organisational 
commitment 
 
Similar to second and third objective (R2 and R3), the fourth objective (R4) was achieved 
through two ways: 1) exploratory study; and 2) case studies. Section 6.5 and 7.5 presented the 
findings of the case studies in relation to the challenges in managing construction professionals‟ 
commitment within small CPS firms. The study investigated the challenges in managing 
organisational commitment from the perspectives of both parties to the employment relationships 
(i.e. the employer and employee). First, it sought the employer‟s views on the challenges faced 
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by them in managing their professional employees‟ commitment (Section 6.5.1 and 7.5.1). 
Second, it sought the employees‟ views on the problems faced by them in maintaining their 
organisational commitment (Section 6.5.2 and 7.5.2). The findings of the two case studies 
revealed that the impact of the economic crisis was cited as the main challenge by both employer 
and employees. During the case study period, the employers were struggling to sustain the 
business and therefore employed many strategies to secure work. The firms were also focusing 
their efforts to reduce the operating costs for the survival of the business. Consequently, the 
professional employees were affected by some of the changes and feeling pressured, particularly 
when the company implemented a salary reduction. Other challenges faced by both employers 
are to provide support to employees and to manage organisational conflicts. The main strategies 
taken by the employers to overcome the challenges are through continuing open communication 
and maintaining a close relationship with the employees. In addition, there are also other 
challenges raised by the employees such as personal problems and disappointment due to unmet 
job expectations. All these challenges indicate there are many issues related to the management 
of construction professionals‟ commitment within the two case study organisations. This 
suggests the need for an appropriate framework to the management of commitment within the 
small CPS firms. 
 
10.2.5 Research Objective Five  
Research objective five (R5): 
To develop a framework of managerial and HRM interventions to enhance the commitment of 
construction professionals in small CPS firms 
 
The fifth objective (R5) was achieved through conducting a cross-case analysis and literature 
comparison analysis to develop a framework for managing professional commitment and the 
findings are provided in Chapter 8 and 9. The development of the framework was based on four 
objectives as stated in Section 9.2.2. The framework, presented in Section 9.2.3, highlights three 
important considerations for the employers of small CPS to enhance the commitment of 
professional employees. They were derived mainly from the case study findings and supported 
by the literature. First, the framework incorporates external contexts of the organisation such as 
the economy that may affect the employment relationships (as previously mentioned as one of 
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the challenges in Section 10.2.4). Second, the framework indicates the importance of considering 
the internal contexts referring to the needs/objectives of both parties of the employment 
relationship (supported by the literature in Section 2.3.3, 4.2.2 and 4.2.3). Third, the framework 
highlights five interrelated HRM practices that have been identified as important to the 
employees‟ commitment in small CPS firms (as previously discussed in Section 10.2.3). The 
implementation guide of the framework spells out recommended activities/strategies to enhance 
employees‟ commitment and provides expected outcomes of implementing the recommendations 
(Section 9.3). 
 
10.2.6 Research Objective Six  
Research objective six (R6): 
To evaluate the proposed framework with relevant personnel 
 
Finally, the last objective (R6) was achieved through semi-structured interviews with five (5) 
employers and three (3) construction professional employees of small CPS firms to evaluate the 
developed framework. The evaluation of the framework was based on four objectives as 
explained in Section 5.7.3 of Chapter 5. The findings of the evaluation of the framework are 
presented in Chapter 9. All respondents agreed that the elements identified in the framework are 
important and relevant to professional employees‟ commitment (Section 9.4.3). They also 
viewed the recommendations put forward in the framework as comprehensive in dealing with all 
the issues that influence construction professional employees‟ commitment (Section 9.4.4). On 
top of that, the employers viewed the recommendations of the framework as practical, because 
they already have, to a certain extent, implement the majority of the recommendations (Section 
9.4.5). Generally, they believed that there is no misalignment between all recommendations and 
the organisational objectives because the recommendations benefit the organisation as well as the 
employees. Although the employers view the recommendations of the framework as practical, 
they faced various challenges in implementing those practices. Despite the challenges, there are 
good practices which have already been implemented by some small CPS firms. There are only a 
few specific recommendations which are either had not been considered or need a further 
improvement for effective implementation. These findings indicate the feasibility of the 
recommendations put forward in the proposed framework. Implementation of the framework, 
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however, requires the commitment of small CPS firms‟ employers for its successful 
implementation within their practices.   
 
Following the presentation of the above key research findings that demonstrate the achievement 
of the research objectives, the next section will discuss the contributions and implications of the 
research.  
 
10.3 Contributions of the Research 
The main contributions of the research can be grouped into three categories: 1) theory; 2) 
methodology; and 3) practice. This section describes each category.  
 
10.3.1 Contributions to Research Theory 
The review of the literature reveals that there is significantly limited literature on the 
employment relationship, HRM and commitment in small construction firms (as previously 
mentioned in Section 10.2.1). The prevailing literature on HRM and organisational commitment 
is generally not appropriate for small CPS firms, as it tends to focus on large manufacturing-
based firms operating in „non-project based‟ environments rather than small service-based firms 
operating in „project based‟ environments.  
 
From the review of literature, it was found that no empirical studies of commitment were done in 
the context of UK construction industry (as summarised in Table 3.2 in Section 3.5). Moreover, 
studies of commitment in construction tend to focus on investigating factors affecting 
commitment and neglect to explain what commitment is from the perspective of the construction 
industry (Section 3.5). This research contributes to the theory by providing a better 
understanding of the nature of organisational commitment among construction professionals 
within small CPS firms. This thesis has advanced the understanding of the basic question, “what 
is commitment?” from the perspective of construction professionals. This contribution is made 
through eliciting the meanings of commitment expressed in words and actions of the 
construction professionals (as previously discussed in Section 10.2.2). The employers‟ views 
were also gathered to provide a comprehensive understanding of the subject. Based on the 
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findings, organisational commitment of construction professional can be defined as a 
combination of positive attitude and desired behaviour directed towards achieving organisational 
goals. 
 
While studies of the employment relationship in the construction industry are lacking (Chapter 
2), this research further contributes to the body of knowledge by examining the elements of the 
employment relationship that influence organisational commitment within small CPS firms. 
These factors, as previously discussed in Section 10.2.3, are 1) job design; 2) performance and 
career management; 3) training and development; 4) reward management; and 5) employee 
involvement. This finding contributes to the existing literature, particularly because there is a 
lack of research investigating HRM practices linked to commitment from the perspective of 
construction (Section 4.4).  
 
Furthermore, the study provides a better understanding of the nature of HRM in small CPS firms. 
Small CPS firms have unique characteristics (Section 2.2.1) and it is argued that they have a 
distinct nature of HRM from those found in other firms. However, the literature on HRM in 
small CPS firms is scarce (Section 4.5.1). The case study findings revealed the informal, 
subjective and lack of rigour in the implementation of few HRM practices in the case study 
organisations (as summarised in Table 8.7 of Chapter 8). At the same time, there are some areas 
of HRM that can be considered as „sophisticated‟ such as the implementation of the intranet 
„time slips‟ systems for monitoring employees‟ work performance at the second case study 
organisation (Section 7.4.1.2). The findings of the evaluation of framework also reveal a few 
good practices of HRM within the small CPS firms (Section 9.4.5). These findings suggest that 
smaller construction firms have the potential to implement good people management to secure 
employees‟ commitment. However, the lack of resources (particularly during the difficult 
economic condition) has been the main constraint for the small firms to make investment in 
HRM practices. In this view, it challenges the negative image of HRM in small firms. Overall, 
these findings contribute to the existing literature on HRM in small firms, and in particular HRM 
in small CPS firms. 
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10.3.2 Methodological Advances 
From the review of the literature, the studies of commitment in construction tend to adopt 
quantitative methods (see Table 3.2 presented in Section 3.5). The main limitations of these 
studies are the use of self-reporting measures and the relatively small sample of respondents that 
may limit the generalisability of the survey results, specifically to small CPS firms in the UK.   
Moreover, research using classical organisational commitment questionnaires originally 
developed by Porter et al. (1974), Mowday et al. (1979) and Allen and Meyer (1990) have been 
criticised for capturing only narrow aspects of commitment (Section 5.3.1). This study relied on 
a qualitative approach and employed various techniques for data collection (Section 5.5). A 
multiple case studies design utilising a combination of participation observation, in-depth 
interviews and document analysis used in the study are underutilised techniques in the 
construction research as well as in the HRM and commitment literature. Moreover, most of the 
research ignores the views of employees and does not relate the employee experience of HRM 
practices to their actions. This research further contributes to close this gap by examining the 
content and state of the employment relationships from the perspectives of both the employer 
and professional employees, thus avoiding results based on a single set of perceptions. The two-
tier unit of analysis (organisation and individual employee) provided a comprehensive and 
balanced view of the issues explored (Section 5.4.3.1). Finally, the extensive use of NVivo8 for 
analysing multiple data sets formed a robust framework for analysis of the rich qualitative data 
(Section 5.6.1).  
 
10.3.3 Contributions to Practice 
The construction industry in the UK has limited examples of HRM practices linked to 
commitment. The research provides the industry with a sense of how organisational commitment 
is developed and maintained within small CPS firms. Furthermore, the framework developed, as 
presented in Chapter 9, is a novel attempt towards assisting small CPS firms in their effort to 
manage commitment of their construction professional employees. The framework was based on 
existing practices of small CPS firms and supported by the literature. The framework 
implementation guide has important practical guides that are not sophisticated to suit the need of 
the small CPS firms (Section 9.3). The employers/managers of the two case study organisations 
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and three other similar CPS firms that participated in the research work have benefited from the 
framework implementation guide (Section 9.4.7). The research, therefore, provides the industry 
with a simple and yet effective approach to manage organisational commitment of construction 
professional employees. 
 
10.4 Research Implications 
This section discusses the implications of the research for theory and practice. 
 
10.4.1 Theoretical Implications 
The findings of this study complement the results of other studies that found the meanings of 
commitment held by people in the organisations are not in line with popular management 
definitions of commitment (Section 3.2.2). The findings revealed that the shared meanings of 
commitment are mostly related to employee behaviour or actions towards achieving 
organisational goals rather than the desire to remain with an organisation (loyalty) (Section 6.3.1,  
7.3.1 and 8.3.1). Thus, there are some theoretical weaknesses and methodological problems in 
the existing research in the area of organisational commitment, associated with the great reliance 
on the classical definitions of the term „organisational commitment‟ and the use of a 
questionnaire survey to measure commitment (Section 3.2.2, 3.4.2 and 5.3.1).  
 
From the review of the literature, the majority of studies on commitment tend to focus merely on 
the attitudinal aspect of commitment (for example the annual IPD survey of employment 
relationships in the UK by Guest and Conway (1997, 1998, 2001) as mentioned in 2.3.3 and 
previous research on commitment in construction reviewed in Section 3.5). On the contrary, the 
findings of the current study confirms Swailes' (2002) model of commitment (Section 3.2.4.3 of 
Chapter 3), which acknowledges the complex nature of commitment, which is a mixture of 
attitude and behaviour (Section 6.3.2 and 7.3.2). Therefore, the popular classical organisational 
commitment questionnaires such as those originating from Allen and Meyer (1990), Mowday et 
al. (1979), Porter et al. (1974) should not be taken for granted in measuring organisational 
commitment. It is argued that researchers might not be able to grasp important essences of the 
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definitions of commitment when using classical definitions and popular organisational 
commitment scales that focus merely on attitudinal commitment.  
 
This study also adds to the literature through its finding on the consistency between the 
interpretations of the meaning of commitment and the expressions of the desired commitment 
behaviour (Section 6.3.3 and 7.3.3). It was found that the construction professional employees‟ 
interpretations of commitment determine their action to express their commitment to the 
organisation. For example, the professional employees directed their efforts toward achieving the 
organisational goals to demonstrate their organisational commitment. Likewise, the employers 
described committed employees as individuals who sharing the same goals and making efforts to 
achieve organisational success. This finding strengthens the importance of examining 
behavioural commitment. Hence, it is argued that it is inappropriate to study commitment with a 
pre-determined/imposed meaning of commitment and to focus only on the attitudinal aspect to 
explain the complexity of organisational commitment. Attempts to study construction 
professionals‟ commitment should acknowledge the complexity of organisational commitment.  
. 
10.4.2 Managerial Implications 
The result has highlighted the importance of HRM in developing organisational commitment. 
The five main HRM practices affecting commitment of the construction professionals, as 
previously discussed in Section 10.2.3, are: 1) job design; 2) performance and career 
management; 3) training and development; 4) reward management; and 5) employee 
involvement. This finding suggests the need for bundles of HR practices in place, rather than 
focusing on individual practices to foster commitment. Moreover, there is evidence that the way 
HRM practices are implemented and experienced by the construction professionals is an 
important determinant of their organisational commitment. Thus, it is vital for organisations to 
carefully design and implement the right mix of HRM practices, focusing on the quality of 
practices and not only the quantity.  
The implication for organisations of the complex nature of commitment is that they need to have 
a structured approach in managing the professional employees aimed at influencing the desired 
commitment. Accordingly, the thesis proposes a framework for managing commitment that is 
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aimed to assist the employers of small CPS to develop appropriate managerial and HRM 
interventions. The recommendations put forward in the framework collectively present an 
integrated approach to manage organisational commitment more effectively. Recognising the 
strong emphasis on employees‟ committed behaviours, the strategy taken by the employers 
should be aimed to nurture positive work behaviour that produces high quality work. For 
instance, in fostering employees‟ behavioural commitment to make efforts and supporting the 
efforts of others, the organisational objectives must be communicated and understood by all 
members of staff. Moreover, the employer needs to provide adequate resources to enable the 
employees to deliver their work. Regular general staff meeting can be a platform for all members 
of staff to discuss and to find solutions to any problem related to their work. In this way, the 
employees are encouraged to work in a team by supporting each other and working towards the 
same objectives. In rewarding performance, employers should give recognition for work well 
done and provide performance-related bonus when it is affordable, to reinforce desired 
behaviour.  
 
Furthermore, the study also found differences in the employees‟ responses of the specific factors 
that are most important to their commitment (as shown in Table 6.3, Table 7.3 and Table 8.6). 
This finding implies the need for employers to encourage employees to communicate their 
specific needs and expectations. Regular, formal meetings and performance appraisals could 
provide a platform for the employer and employees to discuss and to reach an agreement of both 
parties‟ objectives and expectations. The close working relationship and regular informal 
communication within small firms should not be an excuse for the management to neglect formal 
communication that has been mentioned as important by the construction professionals.  
 
In addition, the findings revealed the various challenges related to the management of 
professional employees‟ organisational commitment. The significant impact of the economy on 
the small businesses was evident in the case studies findings, as previously mentioned in Section 
10.2.4. The employees were affected by the changes in HRM practices made by the employer in 
response to the economic crisis. Accordingly, it is suggested that employers should be aware of 
the impact of HR policies and strategies on the employees. Communication is vital to develop 
employees‟ understanding of organisational objectives, policy and strategies. At the same time, it 
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is important for the employers to encourage employees to communicate their feedback and to put 
forward suggestion such as areas for improvement.  
 
10.5 Limitations of the Study 
The research started with the aim to assist the management of construction professionals to 
develop appropriate managerial and HRM interventions that foster organisational commitment in 
small CPS firms. This was an ambitious aim given the limited theoretical discussion and 
previous empirical research on commitment and HRM in construction, particularly from the 
small firms‟ perspective.  
 
The study is limited to small sized organisations that are based in the UK and the type of 
organisation selected was only construction professional services firms. The research participants 
were not drawn from a large number of organisations, but were selected from among the 
employees within the selected case study organisations. In addition, the study only involved 
professional employees within the selected organisations and the study does not, therefore, 
extends to non-professional employees.  Organisational commitment was therefore examined in 
a very specific organisational context. Clearly the findings of the study are not empirical 
generalisable to a wider population. The study does, however, provide generalisation through 
theoretical abstraction (Section 5.2.1) and obtained external validity through the multiple case 
studies design (Section 5.4.3.3.3). The findings are thus of relevance both to those owning and 
running small construction firms, as they present a novel insight into the influence of the 
employment relationships in developing commitment in this significance, but under-researched, 
sector of the UK economy. 
 
The other limitations of the study were time and resource constraints. The research was 
conducted within a four-year period from the end of 2006 until 2010, bounded by the 
requirements of the funding body. During that period, the UK economy was hit by the global 
recession (Section 2.2.3) and the researcher has faced difficulty to obtain access to conduct case 
studies in small CPS firms who were severely affected by the recession (Section 5.4.3.2). The 
researcher was granted limited access to fully utilise the potential of a case study design in 
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collecting rich qualitative data. Permission to conduct participation observation was limited to 
five days at the first case study organisation and three days at the second case study organisation. 
In addition, permission was granted to take photographs of the physical environment of the 
office, but not the photograph of the members of staff (Section 5.5.1). The presentation of the 
findings would be much more interesting and meaningful if the interactions between the 
members of staff can be recorded and captured to provide a better sense of the context of the case 
studies. Nevertheless, the permission given to the researcher to conduct the study at two small 
CPS firms was a great opportunity to analyse the small firms. 
 
10.6 Recommendations for Future Research  
Based on the abovementioned limitations of the research (Section 10.5), there are a few 
recommendations made for researchers as discussed below. 
 
1. Conduct a longitudinal study to investigate the professional employees‟ commitment over 
a period of time to identify any changes to the commitment. This could enhance our 
understanding on the commitment process (development and maintenance of 
organisational commitment). 
 
2. Extend the research to investigate the consequences of professional employees‟ 
commitment in order to examine the relationship between commitment and work 
outcomes/performance. This could lead to further understanding of the importance of 
professional employees‟ organisational commitment to small CPS firms. 
 
3. Explore the issues via quantitative methods within a much larger sample of small CPS 
firms would provide interesting points of comparison to the conclusion derived from the 
interpretation of the qualitative data. The findings could strengthen or appropriately limit 
the generalisability of this research. 
 
4. Replicate the case study to medium and large CPS firms to examine their approach and to 
study good practice. 
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5. Explore the issues with construction professionals working with other small construction 
firms such as small contracting firms to identify similarities and differences. 
 
6. Compare and contrast the findings with small professional firms in other industries to 
identify similarity and difference.   
 
10.7 Reflection 
This section is an attempt to be reflexive about my role as the researcher of this study and how it 
has impacted the whole research process. The research began with a choice of the topic and 
subject matter that was influenced by my values, educational background and profession, as 
previously explained in Section 5.2.3. I was interested to explore construction professionals‟ 
interpretation of organisational commitment. As a novice researcher, I was interested to begin 
my journey in the research with an attempt to provide answer to the basic question of „what is 
commitment?‟ from the perspective of construction practitioners. In addition, I wished to explore 
their expectations of the employment relationship. In particular, I was interested to identify 
factors that are important to their commitment.  
 
I chose to adopt an interpretive epistemology to my research (Section 5.2.1), since it was 
compatible with my values, and more importantly because I considered that it provided me with 
the most suitable approach to study the complex phenomenon of organisational commitment. 
With regards to the choice of case study design, I believed it provided me with an opportunity to 
being close to the studied phenomenon.  In terms of the specific techniques of data collection, I 
chose to interview both employer and employees because I felt obligated to give voice to all 
individuals who took part in the research. I felt it was important to consider both perspectives to 
provide a balanced view of the issues explored (Section 5.4.3.1). In addition, the data was 
supported with observation of practices within the firms, because it enabled me to be close to as 
many of the individuals in the organisation (including the administrative staff) and to gain deeper 
understanding of the context of the study (Section 5.5.1). 
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During the case study period, despite being an outsider (with a different culture and values as a 
Muslim Asian woman), I found myself being treated in a very welcoming manner by all 
members of the staff. They were very friendly, helpful and cooperative and attended to me 
promptly. I have tried to make sense of the privilege that I have enjoyed and was never expected 
to receive as a novice Malay Muslim researcher in the UK. First, it might be due to the naturally 
friendly and family close environment within small organisations.  Another reason might be the 
background of few personnel who have prior interaction with Muslims/Asians. For the first case 
study, my point of entry into the organisation was through one of the company‟s director who 
has experience working as a quantity surveyor in Indonesia during his early years of career. He 
can still remember a few Malay words. One of the senior employees, was married to a Thai 
woman and has many years of working experience with Muslims in Saudi Arabia. Another 
employee has a Malaysian friend who used to work as a quantity surveyor in the UK. He was 
still in touch with his friend through a social-networking website Facebook, and has shared with 
me some of their photos downloaded in the website. For the second case, I was gained access 
through one of the senior employees in the organisation whom I known through a close family‟s 
friend. The senior employee is a British Muslim who is married to a Malaysian woman. I 
considered myself very lucky to meet all these people who have allowed me into their social 
lives. They have helped me tremendously and provided me with useful information related to 
their work as well as interesting stories about their life. I feel indebted to all the individuals and 
feel more pressure to tell their stories and giving them voice and at the same (more importantly), 
for ethical reasons, not to betray their trust and to avoid any embarrassment or harm (O'Toole, 
2002). 
 
In analysing the rich qualitative data, as this research adopts an interpretive epistemology, I have 
made interpretation of the data in accordance with my own values and meanings, prior 
knowledge and experience on the subject (Saunders et al., 2007; Lee, 1999). I acknowledge my 
subjectivity within that process. I seek to present a balanced view and to give fairness to both 
employee and employees in providing the two sides to every story. I feel empathy to both parties 
and tried to understand their difficult positions especially when working under a competitive and 
more intense environment since the recession. Accordingly, a framework of managerial and 
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HRM interventions to enhance the commitment of construction professionals has been developed 
with the sole intention of assisting small CPS firms. 
 
I hope with this reflection, I have demonstrated how my role as a researcher, who has own 
personal values, emotions, perception, culture and prior knowledge, have come into play within 
the whole process of this qualitative research.  
 
10.8 Concluding remarks 
There are three key findings of this research. First, commitment is defined and expressed by the 
constructional professionals based on both attitude and behaviour which signify the 
multidimensionality and the complex nature of organisational commitment. Second, the five 
main HRM practices affecting the complex commitment among construction professionals were 
found to be: 1) job design; 2) performance and career management; 3) training and development; 
4) reward management; and 5) employee involvement. Third, the main challenges related to the 
management of professional employees‟ commitment can be categorised into two groups: 1) 
internal constraints (such as personal problems and organisational conflicts); and 2) external 
pressures (such as the economy recession). In conclusion, there are many issues related to the 
management of organisational commitment that imply the need for a structured approach to 
foster commitment within small CPS firms. Accordingly, a framework of managerial and HRM 
interventions to enhance commitment of construction professionals has been developed to assist 
the management of small CPS firms, and hopefully will be of great benefit and value to them. 
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Appendices 
Appendix 1  
HRM practices (Guest et al., 2000)  
HRM practices Key items 
Training and development  
 
1. Training days given in the first year of employment to a new 
employee 
 
2. Training days each year for experienced employees 
 
Recruitment and selection 3. Deliberate attempt to provide a preview of work in the organisation, 
including the negative aspects, as part of the recruitment and 
selection process 
 
4. Percentage of permanent recruits given a performance, ability or 
personality test as part of their selection 
 
Appraisal 5. Percentage of non-managerial employees who have a regular 
performance appraisal 
 
6. Percentage of non-managerial employees who regularly receive 
feedback on job performance from multiple sources  
 
Financial rewards 7. Percentage of non-managerial employees covered by a system of 
individual performance-related pay 
 
8. Percentage of employees eligible for deferred profit-related 
payments or bonuses 
 
Job design 9. Percentage of employees with flexible job descriptions 
 
10. Percentage of employees qualified to perform more than one job 
 
Team-working and quality 11. Percentage of employees regularly participating in work 
improvement teams 
 
12. Percentage of employees regularly participating in problem-solving 
groups 
 
Communication 13. Information on the firm‟s performance target is provided to all 
employees 
 
14. Information on business plans is regularly provided to all employees 
 
Job security and redundancy 15. Compulsory redundancies have occurred in the past three years 
 
16. Voluntary redundancies have occurred in the past three years 
 
Harmonisation and single status 17. Formal communication for achieving single status 
 
18. Harmonised holiday entitlement for all employees 
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Appendix 2 
 
Case Study Protocol 
 
1 Introduction 
The purpose of this case study protocol is threefold. First, it summarises the key issues related to 
the management of commitment within small CPS firms. Second, it indicates any related 
information that should be gathered to explain the issues. Finally, it identifies sources of data that 
might provide the required information. 
 
2  Commitment Issues  
Based on the literature review and exploratory study, three main issues related to the management 
of commitment within small CPS firms are identified: 
1. Nature of organisational commitment among construction professionals; 
2. Factors affecting construction professionals‟ commitment to the organisation; and 
3. Challenges in managing construction professionals‟ commitment within small CPS firms. 
These three issues and related information that should be gathered to explain the issues are 
discussed in this section.  
 
2.1  Nature of commitment 
Issues 
The interpretation of commitment held by people in the organisations is not necessarily similar to 
popular management definitions of commitment (Section 3.2.2 of Chapter 3). The review of 
literature has drawn attention to the complex nature of commitment, which is a mixture of attitude 
and behaviour (Section 3.2.1 and Section 3.2.4 of Chapter 3). 
 
Research questions 
 What are the meanings of commitment held by the employers of small CPS firms and 
their construction professionals? 
 How do construction professionals working in small CPS firms express their commitment 
to the organisation? 
 
Information sought 
 Meanings of commitment expressed by the employers. 
 To what extent do construction professional employees share similar meanings of 
commitment with their employers? 
 Employer‟s views on characteristics of committed employees (based on their observation 
and assessment of their professional employees). 
 How do construction professional employees express commitment to their organisation? 
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 Professional employees‟ attitudinal and behavioural commitment. 
 
Sources of data 
 Interviews with employer and individual professional employees 
 
 
2.2  Factors affecting commitment 
Issues 
There are various HRM practices that are found to be important in enhancing commitment 
(Section 4.4 of Chapter 4). In addition, there are other factors that influence organisational 
commitment that are quite diverse in their nature and origin (Section 3.3 of Chapter 3). 
 
Research questions 
 How do HRM practices within small CPS firms influence construction professionals‟ 
commitment to the organisation? 
 What are the other factors that affect organisational commitment within small CPS firms? 
 How can a framework be developed for managing construction professionals‟ 
commitment in small CPS firms? 
 
Information sought 
 HR strategies taken by the employers to enhance construction professionals‟ 
commitment. 
 Construction professionals‟ expectations of the employment relationship. 
 The impact of HRM practices on construction professionals‟ commitment. 
 Do organisational factors affect construction professionals‟ commitment? 
 Do personal characteristics affect construction professionals‟ commitment? 
 
Sources of data 
 Interviews with employer and individual professional employees. 
 Observation (to understand organisation values, culture and work environment). 
 Corporate materials (company profile, high level strategy and policy, HR strategies and 
practices, organisational chart to gather information about organisational structure, 
financial information). 
 Company website (to gather information about company‟s background, organisation 
goals, types of work, types of client). 
 
 
2.3  Challenges in managing commitment  
Issues 
For small firms, the effort to improve HRM practices to enhance commitment is expected to be 
more difficult than their larger counterparts (Section 4.5.1 of Chapter 4), and coupled with this 
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issue are the inherent challenges due to the nature of the construction industry (Section 2.2.2 of 
Chapter 2 and Section 4.5.2 of Chapter 4). 
 
Research questions 
 What are the challenges in managing construction professionals‟ commitment within 
small CPS firms and how can the problems be overcome? 
 
Information sought 
 The challenges/problems faced by the employer in managing construction professional 
employees‟ commitment. 
 The challenges/problems faced by the individual employees in maintaining their 
commitment to the organisation. 
 The strategy to overcome the problem. 
 
Sources of data 
 Interviews with employer and individual professional employees. 
 Observation (to understand the barriers to commitment experienced by the employees). 
 
3  Interview schedules 
The interview schedules (for interviews with the employer and employees) consist of semi-
structured interview questions, as shown in Table 1. The interview schedules shall be used as a 
guide to prompt questions from the informants on topics as they arise, but the order and content 
may be varied depending on the flow of the conversation. In addition, Table 1 provides 
justification of the interview questions. It shows the relationship between the research objectives, 
information sought from the two units of analysis (i.e. organisation and individual professional 
employees) and interview schedule.  
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Table 1 Relationship between the research objectives, information sought and interview schedules. 
Aim Research 
Objectives 
Research 
Questions 
Information sought from two units of analysis Interview Schedules 
Organisation 
(employer) 
Individual (professional 
employees) 
Organisation 
(employer) 
Individual (professional 
employees) 
To assist the 
management 
of 
construction 
professionals 
to develop 
appropriate 
managerial 
and HRM 
interventions 
that foster 
organisational 
commitment 
in small CPS 
firms  
R1. To review 
existing literature 
and theories on the 
organisational 
commitment of 
construction 
professionals 
Q1. What are the 
key issues related 
to the management 
of organisational 
commitment 
within small CPS 
firms? 
    
R2. To investigate 
the nature of 
organisational 
commitment 
among 
construction 
professionals 
 
Q2. What are the 
meanings of 
commitment held 
by the employers 
of small CPS firms 
and their 
construction 
professionals? 
Meanings of 
commitment expressed 
by the employers 
 
 
To what extent do 
construction 
professional employees 
share similar meanings 
of commitment with 
their employers? 
 
How would you define 
the term „commitment‟? 
 
 
 
How would you define 
the term „commitment‟? 
 
 
Q3. How do 
construction 
professionals 
working in small 
CPS firms express 
their commitment 
to the 
organisation? 
Employer‟s views on 
characteristics of 
committed employees 
(based on their 
observation and 
assessment of their 
professional employees) 
Professional 
employees‟ attitudinal 
commitment 
(how the three main 
components of 
commitment, affective, 
normative and 
continuance (Allen and 
Meyer, 1990, 1996), 
explain construction 
professionals‟ 
commitment) 
 
Professional 
employees‟ behavioural 
commitment  
 
What are the 
characteristics of 
committed employees? 
 
Do you find the 
employees sharing the 
same goal with the 
organisation? What are 
the goals?  
 
Do you find the 
employees make an 
effort for organisational 
success?  
Attitudinal commitment 
 
Affective  
Do you feel „part of the 
family‟ or feel a strong 
sense of belonging with 
the organisation? Why? 
Provide example. 
 
Would you be happy to 
spend the rest of your 
career with the 
organisation? Why? 
 
Do you feel proud to 
tell others that you 
work for the 
organisation? Why? 
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Normative  
To what extent is 
commitment about 
remaining loyal 
(maintaining 
membership) to the 
organisation? 
 
In this current 
economic situation, 
what might trigger you 
to leave the 
organisation?  
 
Continuance  
What might be the loss 
(consequences) if you 
leave the organisation? 
 
Behavioural 
commitment  
How do you express 
your commitment to the 
organisation? 
 
Do you find yourself 
sharing the same goal 
and values with the 
organisation? What are 
they? 
 
Any contradiction 
between own career 
ambition/profession and 
organisational 
goals/objectives? 
 
Would you put extra 
effort in order to help 
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the organisation to be 
successful? How? 
 
Are you willing to 
support the efforts of 
your colleagues and 
supervisor? Provide 
example. 
R3. To examine 
the elements of the 
employment 
relationship that 
influence 
organisational 
commitment 
within small CPS 
firms 
 
Q4. How do HRM 
practices within 
small CPS firms 
influence 
construction 
professionals‟ 
commitment to the 
organisation? 
 
 
HR strategies taken by 
the employers to 
enhance construction 
professionals‟ 
commitment 
 
Corporate materials 
(company profile, high 
level strategy and 
policy, HR strategies 
and practices, 
organisational chart to 
gather information on 
organisational structure) 
 
Company website (to 
gather information on 
company‟s background, 
organisation goals, 
types of work, types of 
client) 
 
Observation (to 
understand organisation 
culture and values, 
working relationships, 
communication) 
 
 
Construction 
professionals‟ 
expectations of the 
employment 
relationship  
 
The impact of HRM 
practices on 
construction 
professionals‟ 
commitment 
 
What are the company‟s 
objectives?  
 
What are the company‟s 
strategies to foster 
construction 
professionals‟ 
commitment?  
 
 Performance 
management 
(appraisal, 
feedback);  
 Career 
advancement 
opportunity, career 
advice/assistance, 
(e.g. mentoring, 
coaching); 
 Training, education 
and skill 
development 
opportunities; 
 Reward (pay, bonus 
and non-monetary 
like recognition, 
benefits); 
 Employee 
involvement, 
empowerment, 
To what extent do you 
feel that the current HR 
practices of the 
organisation have 
positively influenced 
your commitment to the 
organisation? 
 
What do you expect 
from your employer (to 
provide)? 
 Performance 
management 
(appraisal, 
feedback);  
 Career 
advancement 
opportunity, career 
advice/assistance 
(e.g. mentoring, 
coaching); 
 Training, education 
and skill 
development 
opportunities; 
 Reward (pay, bonus 
and non-monetary 
like recognition, 
benefits); 
 Employee 
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communication;  
 Job design (e.g. 
autonomy, variety); 
 Work environment. 
 
How are the strategies 
being implemented? 
involvement, 
empowerment, 
communication;  
 Job design (e.g. 
autonomy, variety); 
 Work environment. 
 
What action has this 
organisation taken 
recently that might have 
influence your 
commitment? 
 
Are all these factors 
equally important or is 
there any factor that is 
more important? 
 
How could current HR 
practices of the 
organisation be 
improved to influence 
organisational 
commitment? 
 Q5. What are the 
other factors that 
affect 
organisational 
commitment 
within small CPS 
firms? 
 
 Do organisational 
factors affect 
construction 
professionals‟ 
commitment? 
 
Do personal 
characteristics affect 
construction 
professionals‟ 
commitment? 
 To what extent do 
organisational factors 
(such as culture) affect 
your commitment? 
 
Are there any other 
factors (e.g. family) that 
might influence your 
commitment? 
 
R4. To identify the 
challenges 
associated with 
effectively 
Q6. What are the 
challenges in 
managing 
construction 
The challenges/ 
problems in managing 
construction 
professional employees‟ 
The challenges/ 
problems 
in maintaining 
commitment 
What are the biggest 
challenges/problems in 
managing construction 
professional employees‟ 
What are the biggest 
challenges/problems in 
maintaining 
commitment to the 
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managing 
construction 
professionals‟ 
organisational 
commitment 
 
professionals‟ 
commitment 
within small CPS 
firms and how can 
the problems be 
overcome? 
commitment 
 
The strategy to 
overcome the problem 
 
 
commitment? 
 
How does the company 
overcome the 
problems? 
organisation? 
 
What do you think are 
the barriers to 
commitment?  
 
How do you overcome 
the problems? 
R5. To develop a 
framework of 
managerial and 
HRM interventions 
to enhance the 
commitment of 
construction 
professionals in 
small CPS firms 
 
Q7. How can a 
framework be 
developed for 
managing 
construction 
professionals‟ 
commitment in 
small CPS firms? 
Organisational 
objectives and HR 
strategies to manage 
construction 
professionals‟ 
commitment  
 
 
Construction 
professionals‟ 
expectations of the 
employment 
relationship  
 
HR practices affecting 
construction 
professionals‟ 
commitment 
[Based on analysis of 
findings obtained for 
Q4 and Q6 above.] 
 
 
[Based on analysis of 
findings obtained for 
Q4 and Q6 above.] 
R6. To evaluate 
the proposed 
framework with 
relevant personnel. 
 
Q8. What is 
industry 
practitioners‟ 
feedback on the 
developed 
framework? 
Employers‟ agreement 
(or disagreement) with 
the elements that 
influence commitment 
 
Employers‟ opinion on 
the completeness of the 
framework and the 
likelihood of 
implementing the 
recommendations 
Employees‟ agreement 
(or disagreement) with 
the elements that 
influence commitment 
 
Employees‟ opinion on 
the completeness of the 
framework 
 [See Appendix 6] 
 
[See Appendix 6] 
 
Note: Questions in italics are a guide to prompt answers from the respondents, if necessary. 
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Appendix 3 
 
Sample of full field notes 
Thursday  
13
th
 August 2009 
Activities 
9.30  I arrived at QSP. R and DH were at the reception. C was talking to DH. L 
was on the phone. 
 
H was back to the office, he was looking busy and in a rush. I greeted him. 
He talked about his holiday. He also talked about his current project. He was 
preparing a report for the progress meeting. 
 
I then talked to G. He was doing his work with the computer. 
 
10.00 H went out the office for a meeting. 
 
10.15 – 11.15 C came in with many drawings. He discussed the drawings with G. They then 
set a deadline for the work. I heard that C suggested that they (C and G) 
should do this more – discussing work and setting deadlines together. 
Distribution and coordination of work is an issue here? 
 
I asked DH for some information on the staff (tenure). She doesn‟t keep a 
record of the staff in the branch‟s office. She provided me with staffs‟ year of 
birth. 
 
11.15 – 12.00 I prepared a table for staff background (tenure) based on data provided from 
DH. 
 
12.00 – 12.30 I met C. We talked about places in England that we have visited. I asked him 
about staff manual/company handbook. C told me that QSP doesn‟t have any 
staff manual/company handbook. Employment terms are spelled out in 
individual employment letter/contract and these are confidential documents. 
He then explained important terms of the employment: 
 
1. Working arrangement 
Working hours: Mon-Thurs 9.00-17.30 
Friday 9.00-17.00 
Annual leave: 25 days + statutory holidays 
 
2. Benefits:  
Mobile phone – senior staff 
Mileage claim – all staff 
Health insurance – senior staff (including G and D) 
Life insurance – all staff   
 
We also tried to track back staff number and company‟s turnover over the 
past years. C asked me to see DH and L for more information. 
 
12.30 – 12.45 I talked to DH and got some information on number of staff (year by year). 
She tracked back her memory since she first joined QSP in 1991. She also 
looked for the information in the employee record. The record is not 
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complete. I only managed to get staff numbers for 1987 and 1990‟s and 
2000‟s. So, I asked M that I want to see him today after 3 p.m. for more 
information.  
 
14.00 – 14.40 I had lunch with G and we continued our interview in the meeting room. 
There is a TV and video player in the meeting room. G said that it will be 
nice if the TV can be watched (to see match) but it can only play video. There 
is no connection to TV programmes. 
 
14.45 H explained to me about the meeting he attended this morning. The 
contractor is doing well and the project can finish on time. I set an interview 
appointment with H tomorrow at 10 a.m. 
 
L provided me with financial information about the company‟s turnover over 
the past five years. 
 
15.00 G went out for a meeting. 
 
15.12 – 15.20 P dropped by and talked to L, H and me. He just looked around and asked 
how things are doing. Today is the first time I met him. He spends most of 
the time at the branch‟s office. 
 
15.15 C dropped by and told me to see him tomorrow. He told me that the 
information about the company‟s turnover should be treated as confidential. 
He looked concerned and I promised that the company‟s name and location 
will always be anonymous. I set an interview appointment with C tomorrow 
at 12 noon. 
 
16.00 L went back home. 
 
16.10 – 16.25 I talked to M about my intention to chart the company‟s growth. He promised 
to provide me with the information. He will need to look for the information 
from his records. I‟ll ask him again tomorrow. 
 
16.30 H was out from the office. G was still looking busy doing his work. 
 
16.35 I read newspaper, taking it from G‟s place. I asked G why the paper is always 
at his place. Even M came here to read paper at his place. G told me that he 
paid for the paper but never had the time to read it during office hours. He 
always brings it home and reads it after work. G told me that the company 
stopped buying a paper about 6 months ago because of the recession. 
 
17.00 P dropped by again and we had a chat. I asked him how long he has been 
working. He has 50 years‟ working experience and has been with QSP for 5 
years. He‟ll be at the branch‟s office tomorrow. 
 
17.30 I went back home. 
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Appendix 4 
 
Multiple sources of data integrated within the NVivo8 
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Appendix 5 
 
Final nodes created in NVivo8 
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Appendix 6 
 
An example of the NVivo8 matrix  
 
 
NVivo8 matrix (differentiated by coding references and colour coding) for factors affecting 
commitment from the employees‟ perspective 
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Appendix 7 
 
An example of a conceptually clustered matrix  
 
Conceptually clustered matrix for job design affecting commitment from the employees‟ perspective 
Research 
participants 
(QSP's 
employees) 
Task autonomy Task identity Skill variety Task 
significance 
Working 
relationships  
Construction 
professional 
1 
Even now if I 
have done a 
budget, I would 
go to M or S just 
to have a look at 
that and see if I 
have missed 
something 
obvious. Because 
sometimes when 
you are working 
fast, you can 
easily miss 
something. Not 
necessary tell the 
directors but I‟ll 
make a point to 
tell them that I 
have done a 
budget and this is 
what it came out. 
I usually keep 
them up to date. 
I like big 
projects that turn 
round very 
quickly with 
little problem. If 
you do big 
industrial units, 
the fees are 
generally quite 
good. There is 
not a lot in it. 
You can be 
fairly accurate 
with the budget. 
The job 
tendered, you get 
the contractor. 
So long as there 
is no problem 
with the ground, 
they generally 
run like 
clockwork. Six 
months down the 
line, there are 
nice industrial 
units. Job 
finished and it is 
final account. 
And it‟s gone. 
It is very varied 
here. One day 
you can be 
working on 
houses, the next 
day on office 
blocks, the next 
day on industrial 
units and then 
school works... I 
like the work, 
the variety of the 
jobs. It‟s not 
boring and the 
same thing day 
by day... the 
work is very 
varied. To date, I 
always find it 
interesting. So 
that is one 
reason why I‟m 
not considering 
leaving really. 
- Generally I like 
the people. Some 
of them, we have 
differences and 
opinions… I 
would say that 
overall it is fine. 
We all have ups 
and down, we all 
have bad days. 
Sometimes 
things are said 
and it warrants a 
response. But it 
gets sorted. 
Construction 
professional 
2 
- - The work [here] 
is valuable and 
interesting… We 
do everything 
here so that is 
quite good. The 
first year I did 
project 
management; I 
built offices, 
housing, shops, a 
hotel, industrial 
buildings and it 
was interesting. 
- You are at least a 
person here. 
People know 
everybody here. 
You know when 
someone is ill or 
on holiday, when 
someone is 
grumpy, when 
someone is 
happy, because it 
is so small. In a 
big organisation 
you do not know 
that. You can 
look at a person 
but never have 
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spoken to that 
person twice in a 
big organisation. 
We know 
everybody here. 
So that is one 
thing. 
Construction 
professional 
3 
To a certain level 
if you‟re 
competent in 
what you are 
doing. I think I 
know the time 
when to see the 
Director. If you 
certify payment 
for the contractor 
that would 
always have a 
check with the 
Director – 
mathematically 
correct. It‟s 
about being 
professional in 
the company. 
What we do, we 
got to make sure 
it‟s right. It needs 
to be audited. We 
got to make sure 
what we send out 
is right and 
correct. It is to 
protect client and 
working together 
as a team. 
- At this moment, 
no I don‟t think 
so. I‟m happy 
here, I like the 
work, and I like 
the variety of the 
work.  
- I like working 
with the senior 
director... It‟s 
good, the social 
side of things, 
you know. We 
play football at 
Sheffield. It‟s a 
good one. 
Everybody meets 
each other. The 
company also 
organises 
Christmas dinner 
with all staff... 
Next month, my 
wife and myself 
and another 
colleague with 
his wife are 
going to have an 
evening with one 
of the directors 
at his house. 
Social evening, 
that‟s the 
Director‟s idea. 
We also got 
invited as a 
company to a 
charity ball last 
November. 
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Construction 
professional 
4 
It will depend on 
my senior‟s 
direct 
involvement with 
the project. He 
may know the 
clients very well 
in which case 
I‟m more likely 
to lean towards 
the way he 
wanted rather 
than deal with 
the client 
directly. He may 
not know the 
client very well 
in which case he 
would be happier 
to allow me to 
deal with the 
problem... I 
actually enjoy 
the job that I‟m 
doing. I think I 
enjoy that 
because of the 
reasons that I 
gave to you 
earlier about 
having enough 
freedom to think 
and make 
decisions on my 
own that I think 
are to the best 
interest of the 
organisation and 
client. 
Absolutely, I do 
really enjoy my 
job. Seeing the 
results is always 
the best thing. 
Follow the 
construction 
project till the 
end knowing that 
I have an 
important role to 
play within 
that... Obviously 
it is nice to be 
involved in a 
project right 
from reception 
through to 
completion. That 
is always a 
satisfying aspect 
of the job 
because you 
really feel the 
value of your 
work. If you are 
just coming in at 
the end of the 
project or at 
different stages it 
does not help 
your 
appreciation of 
the project... So 
I‟m pleased that 
I was given the 
responsibility to 
deal with these 
projects from the 
beginning to 
end. I‟m still 
being given that 
freedom to do 
that. I‟m pleased 
with that. 
Another 
attraction to the 
job is that the 
problems are 
always different 
and new. They 
are something 
that‟s slightly 
different or 
slightly different 
way. It is a 
challenge... I like 
to be more 
involved in 
commercial 
projects. People 
building retail 
units in the 
industry or 
maybe shops or 
bars or anything, 
something with 
proper 
commercial 
aspect where the 
actual money 
itself is crucial 
and is the single 
most important... 
I think it is a big 
difference 
between that. I 
think the way 
people operate 
within that 
environment is 
different as well. 
I‟m sure it is 
much more 
competitive and 
much tighter and 
strict. I like to 
experience that a 
bit more because 
a lot of my 
works are with 
schools and 
education and 
obviously while 
we want to do 
our best for the 
client and help 
them. 
People doing 
jobs with lesser 
or no 
responsibility 
must struggle to 
see the value of 
the jobs they are 
doing and 
become less 
motivated to do 
it. Like my 
previous job, I 
was just a small 
part in a huge 
international 
engineering 
company. I was 
just literally 
carried out a 
very one simple 
basic task day 
after day. It was 
very routine and 
you can‟t see 
any real value of 
the works you‟re 
doing. I have a 
lot of respect to 
people that can 
do that. If I can 
see that I‟m 
given the 
responsibility 
and I can see the 
direct effect of 
what I‟m doing 
that definitely 
help me to be 
committed to the 
job I‟m doing. 
I enjoy working 
with the people 
in this office. I 
enjoy the time in 
the office. There 
is a good level of 
mutual respect 
and 
understanding 
even though 
there is quite a 
large difference 
between the 
people working 
here, I do not 
feel boundaries 
and I feel I fit in 
... There other 
two things are 
comfortable 
friendly working 
environment that 
I‟m happy with. 
I like working 
with the people 
that I work with. 
I have lots of 
respect with the 
people that I 
work with as 
well because we 
are all 
professionals and 
everyone is 
qualified to a 
certain degree 
and a lot of 
experiences in 
this office. 
There‟s no 
fighting for 
superiority and 
anything like 
that. I don‟t 
sense any of that. 
There‟s mutual 
respect, which I 
think is kind of 
evident really. 
So I enjoy 
working in the 
environment. 
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Appendix 8 
 
Interview schedule for evaluation of framework 
 
The following semi-structured validation questions (as shown in Table 1) shall form the basis of the 
interview with the managers or personnel with responsibility for HR matters in small construction 
professional services (CPS) firms. The interview schedule for evaluating the framework with construction 
professional employees is presented in Table 2. The interview schedules shall be used as a guide to 
prompt questions on topics as they arise, but the order and content may be varied depending on the flow 
of the conversation. The relationship between validation objectives and validation questions is also shown 
in the table.  
  
Table 1 Interview schedule (employer of small CPS firms) 
 Validation Objectives  Validation Questions 
1 To confirm whether employers agree with 
the elements that influence professional 
employee‟s commitment, as presented in 
the framework 
A Overall assessment of framework  
 
1 
 
 
 
 
1.1 
 
 
 
 
Are all elements identified (in the framework) 
important and relevant to: 
a. your organisation; and 
b. other CPS firms? 
 
To what extent does the external environment (such 
as the economy, labour market, competitors) 
influence the organisation (as a whole) as well as 
the employees? 
 
 2 
 
 
2.1 
What can the company do, as a business, to address 
the issues identified in the framework? 
 
How does the company integrate organisational 
objectives and employees‟ expectations into 
managing the employment relationship? 
 
  2.2 Is there any tension in meeting the needs of both 
organisational objectives and employees‟ 
expectations (particularly during the economic 
crisis)? 
 
2 To assess the completeness of the 
framework in dealing with all the issues 
that influence employee‟s commitment 
B Completeness of the framework 
 
3 
 
 
 
 
 
 
 
Are the recommendations put forward for each 
main element complete? 
 Job design 
 Performance/career management 
 Reward management  
 Employee involvement  
 Training and development 
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3 To gather opinions on the practicality and 
feasibility of the recommendations put 
forward for each element in the framework 
C Practicality and feasibility of the framework 
 
4 How can the company implement the 
recommendations being put forward for each main 
element in the framework? 
 
4.1 Which one of the recommendations has already 
been implemented? 
 
4.2 Which one of the recommendations is more 
challenging (particularly during the economic 
crisis)? 
 
4.3 Is there any element that might be misaligned with 
the direction of the business (particularly given the 
economic climate)? 
 
5 To what extent are the interrelationships of the 
main elements (as highlighted in the framework) 
relevant in informing the management of the 
company and in the development of an appropriate 
strategy to enhance employees‟ commitment?   
 
6 How could the proposed framework be improved 
to highlight important issues related to employees‟ 
commitment? 
 
  6.1 
 
Is there any contradiction in the framework? 
 
  6.2 Can you think of any negative implications of 
adopting the framework in managing professional 
commitment? 
 
4 To identify benefits gained by the 
employers from their involvement in the 
research, particularly their participation in 
validating the framework 
D Benefits gained from participation in the 
research 
 
7 What are the benefits gained from participating in 
the research? 
 
Note: Questions in italics are a guide to prompt answers from the respondents, if necessary.  
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Table 2 Interview schedule (construction professional employees) 
 Validation Objectives  Validation Questions 
1 To confirm whether construction 
professional employees agree with the 
elements that influence professional 
employees‟ commitment, as presented in the 
framework 
A Overall assessment of framework  
 
1 Are all elements identified (in the framework) 
important and relevant to your commitment? 
  2 
 
 
 
To what extent does the external environment 
(such as the economy and labour market) 
influence your commitment to the organisation? 
 
2 To assess the completeness of the framework 
in dealing with all the issues that influence 
employees‟ commitment 
B Completeness of the framework 
 
3 
 
 
 
 
 
 
 
Are the recommendations put forward for each 
main element complete? 
 Job design 
 Performance/career management 
 Reward management  
 Employee involvement  
 Training and development 
 
3 To gather opinions on the practicality and 
feasibility of the recommendations put 
forward for each element in the framework 
C Practicality and feasibility of the framework 
 
4 How could the proposed framework be improved 
to highlight important issues related to 
employees‟ commitment? 
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Appendix 9 
Findings of Evaluation of Framework  
 
1) Small CPS Employers‟ Perspectives 
 
  QSP MDP AlphaCo BetaCo GammaCo 
A The Importance 
and Relevance of 
the Elements 
(Section 9.4.3) 
     
1 The importance and 
relevance of the main 
elements (identified 
in the framework) to 
own organisation 
 
Yes, because if you don‟t 
got that commitment, it 
will make half-well 
functioning company.  
 
 
Yes. I think so. Yes, definitely relevant.  
I tell you what: this would 
be very interesting also to 
our BSI people. They will 
like this because they are 
looking at us trying to 
have management 
schemes. 
 
 
That is quite interesting 
actually. Yes, absolutely 
(all elements are) 
important and relevant to 
the organisation because I 
think the areas that we 
cover may not be under 
these headings but they are 
definitely relevant… 
Absolutely relevant and 
that‟s what we do 
straightaway. 
I think they all are 
relevant. I can see and 
even recognise that there 
are things that we pick up 
during the appraisal... Yes, 
everything is relevant. 
Definitely, because all of 
those mean that the 
employees will perform 
better and the employer is 
going to perform better in 
what we do. 
2 The importance and 
relevance of the main 
elements (identified 
in the framework) to 
other similar CPS 
firms 
Yes, I would have thought 
so. 
 
 
Yes. Yes, I would have thought 
so. Certainly people who 
have the same mind as I 
am would find it 
interesting 
 
 
I think it probably is 
[important and relevant to 
other CPS firms]. 
Whenever we bidding for 
works, we always have to 
bid for projects in the 
public sectors that 
advertise in the European 
journals, whenever we get 
the questionnaires through, 
they always ask first how 
we address these different 
elements. So I should 
imagine that this kind of 
operation is across the 
board. 
Yes, I do [think that it is 
relevant to other 
organisation] definitely. I 
think it is for a lot of other 
companies. I don‟t think it 
should be restricted to 
construction. Different 
types of jobs attract 
different people. So, it 
would not be relevant to a 
very different type of job 
but it is relevant for 
professional jobs like we 
do. For professional jobs 
that involve client 
interactions, problem 
solving, and interactions 
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with different types of 
people and different levels 
as well, which means that 
all the things are important 
because an individual has 
to be given the opportunity 
to experience the variety 
of the jobs. 
B 
3 
The Completeness 
of the 
Recommendations 
(Section 9.4.4)  
 
It all seems quite 
comprehensive. Following 
on from the schedule 
(organisational objectives 
and employee 
expectations) that you had, 
it is just in diagrammatic 
way showing that link. I 
think you have covered it 
very comprehensively. 
Yes, it is quite 
comprehensive. 
Yes. 
 
 
I think it is very 
comprehensive. The one 
thing that we do try to 
measure as well is 
teamwork, but I guess that 
come in with this – a 
friendly and close working 
relationship (contextual 
characteristics under job 
design). We tend to call it 
teamwork. 
Yes, I do. Everything I 
look at, yes, I should relate 
to. I think everything has 
been covered. 
 
 
C The Practicality 
and Feasibility of 
the 
Recommendations 
(Section 9.4.5)  
     
4 Contradiction or 
misalignment 
between the 
recommendations 
and organisational 
objectives 
 
No (contradiction)... What 
you have put forward tries 
to tie everything together, 
through the employee 
commitment, all the 
factors into providing 
strong organisational 
setup. Your staffs are the 
most important resources 
that any company has. I 
think you covered all the 
links very well. 
No (contradiction). I thought that they are all 
very practical...No 
(contradiction). I think it 
fits particularly with the 
way I like the company to 
be run. 
I don‟t think so really. We 
are kind of keeping top of 
it. We do have a 
framework that is very 
similar to this… Not 
really, no (contradiction). 
No, I don‟t think so (no 
contradiction). I think they 
all make perfect sense. 
Obviously, there are things 
that are more difficult than 
other things because of 
what we have been 
through, but we know that 
we need to put effort to do 
certain things. 
5 The 
interrelationships of 
the main elements 
Yes, I think it is all 
interrelated. They all have 
that link. It needs to be 
looked at as a whole. 
 
Yes, it is all inter-
connected. 
 
 
It is crucial. They are 
definitely linked. Their 
performance really point 
to what training they need. 
The rewards also link to 
Yes, it reinforces it really. 
There is interconnection 
between the different 
elements because (for 
example) during our 
That‟s right. That is very 
interesting actually. All 
seems to come together. It 
doesn‟t reinvent the way... 
Interesting, that is good. I 
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 everything. appraisal, it well maybe 
that training is part of the 
objectives. 
think they all are very 
relevant because doing one 
thing doesn‟t answer your 
problem. It combines 
everything. If you just 
rewarded someone, it 
won‟t work. You can send 
someone on many training 
courses, you spend fortune 
on training courses, but if 
they don‟t get the salary, 
they won‟t be happy. You 
got to look at everything 
together. You can‟t just 
focus on one thing. 
D  
6 
Recommendations 
to refine the 
framework  
(Section 9.4.6) 
 
Nothing in particular 
comes to my mind as we 
gone through it. What you 
have done here is a very 
comprehensive study. You 
cover all the main 
elements. 
 
 
What do you actually 
mean by „job design‟? 
(Need explanation to 
understand the term „job 
design‟) 
... I just think that it 
doesn‟t look very 
attractive. If you can find 
different way to present it 
because the links cross all 
over but I can‟t think of 
way how you can do it 
better. 
 
 
I suppose the place that 
you are working – the 
working environment is 
quite nice. Do you have 
bright and airy area office? 
Do you have a decent 
work station? Do your 
chair comfortable? Do you 
have computer which is 
not ten years old, work fast 
and have all the latest 
software on it? They are 
called „hygiene factors‟. 
To me, that are parts of the 
package that you offer to 
somebody. Nice working 
environment physically 
and decent technical tools 
to work with… The word 
„job design‟ is the phrase 
that I found least 
understandable. Is it any 
other term that you can 
use? „Job design‟ is a new 
phrase to me. I think „job 
characteristics‟ is probably 
What is „job design?‟ 
(Need explanation to 
understand the term „job 
design‟) 
 
 
I can‟t think of anything 
myself because all the 
feedbacks that we ever had 
from the employees have 
been met up really... Time 
management - if you give 
someone too much to do, 
they can‟t perform to their 
best ability. They‟ll make 
mistake. You don‟t want 
to punish them for their 
mistakes, just because you 
give them too much to do. 
That comes under „two-
way communication‟ that 
employee can say, „I have 
not got time to do this.‟ It 
can also be under „job 
design‟ that making sure 
that adequate resource is 
there. 
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better. 
E 
7 
Benefits Gained 
from Participation 
in the Research 
(Section 9.4.7) 
 
I think it emphases the 
importance of 
communication with the 
employees and having that 
two ways aspect of 
communication and 
feedback. It helps to 
remind us that 
communication is 
important and employee 
involvement. Sometimes if 
you are not careful, you 
can lose that. Sometimes if 
you are too concentrating 
in your own work, 
sometimes you need to 
remind yourself that you 
need to communicate 
better with the employees. 
I think that helps to remind 
me that something we 
must keep on top of. 
Yes, I think particularly 
when you look at this at 
this hours (the time of 
recession) is pretty 
interesting. It reinforces 
that we need to pay more 
attention to our employees. 
Sometimes you can get too 
absorbed into the actual 
project and forget about 
the organisational 
structure. 
Yes, I think the benefits 
that I received is it make 
me think more about the 
way I act as a director of 
the company and the way 
we run the business and I 
found it encouraging that 
conversation we had link 
back to way we do our 
work. I enjoy it very much 
to go through it because it 
helps me to examine what 
way we are doing. Is there 
anything that we can do 
better? And in relation to 
our company, what we can 
do better in a whole? 
I think I benefit from the 
recommendations that you 
put down. That is one 
thing. And another thing, 
as a company, we do like 
to get involved with this. It 
is nice to know that this is 
going on. 
I think that just reinforces 
the common sense really. 
It is good to make the 
employers take a step back 
and think that your 
employees are just as 
important. They are 
important to you because 
they are the one who make 
the money and keep the 
business. It is two way 
things... I think it is good 
because it makes me think 
about what we do and also 
particularly at this current 
time, the fact that a lot of 
our structures and 
management issues 
slipped, that is important 
because we got two new 
people working for us and 
we want them to stay and 
grow with us. We want to 
make them feel important 
and appreciated. I think 
this is very good actually. 
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2) Small CPS Professional Employees‟ Perspectives 
  QSP MDP AlphaCo 
A 
1 
The Importance 
and Relevance of 
the Elements 
(Section 9.4.3) 
Yes. Yes, I suppose everything play is part really.  
 
 
Yes.  
 
 
2 The influence of the 
external 
environment  
It has no influence on my decision to stay 
committed to the company. 
Feeling a bit insecure because things have 
changed over the period, but it has not 
changed my commitment.  
 
 
I have to make sure I‟m more committed and 
keep my job going. I suppose it‟s quite a 
competitive market. If I can find a job that 
maybe better prospect and make a lot more 
money, then it might trigger me to leave. But 
at the time being, I‟m not looking for another 
job. I‟m happy here for the minute. I feel safe 
here. I‟m not fully qualified yet. If I want to 
leave the company now, I might not be able to 
finish my qualification. Other than that, I 
enjoy working here. 
Current situation of the economy does not 
really influence my commitment. Since I 
started, things change but you have to remain 
committed. It‟s up to everybody to keep the 
commitment during hard time. To be honest, 
to survive (during hard time) you have to stay 
committed and to work whatever possible and 
assist (people) in whatever you can. 
 
B 
 
The Completeness 
of the 
Recommendations 
(Section 9.4.4)  
   
3 Job design 
 
Task autonomy, task variety and task 
significance are very important to me.  
Job complexity and problem solving are 
extremely important to me. Skill variety, 
specialisation and work conditions are less 
important. 
I suppose it (task autonomy) is important. I 
know my work, I know the order. I suppose it 
is. I know what work I‟m doing. If someone 
says, „Do you happy to do it in this particular 
order?‟ I might not be happy with that, 
because I think I know better... I get different 
works all the times from different people. It 
helps me. I expect the employer to look after 
me, make sure I get enough exposure. 
I don‟t have any problem with that. Nice 
working environment.  
 
The main thing is the working environment. 
The members of staff are very committed. 
And obviously I enjoy the work. There is 
different kind of project. You are not always 
involved with the same type of project. Large 
distribution centre to refurbishment project… 
We work on all aspects of project. That‟s what 
make working here is very interesting. You 
get to work in all aspects of construction. You 
have different role in different st ge and 
different kind of projects… It‟s always a nice, 
pleasant working environment. Nice working 
environment (the people, the office) to work 
for. People who work in large company, don‟t 
even see the Director or Managing Director. 
But obviously in this organisation, Director 
works next to you. That‟s how it always. For 
many years, I worked next door to my 
Director. It has always been a nice working 
atmosphere. 
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4 Performance/career 
management 
The company does not do very well in this 
area (performance management), but I think 
that would be useful. That is my 
expectation… That (career management) 
would be useful, to show people what they can 
be in the future. 
When I do the job and is right, they‟ll 
appreciate it. When it need correction, they 
explain to me and let me do it. It is part of the 
learning process. Performance review 
provides me chance to talk and being listen… 
My personal goal is to get professional 
qualification. The company is very supportive.  
We do have staff review once a year. 
Performance review and get performance 
feedback. From the very start, I work for 
everyone in the office – QS, project manager. 
I was involved in document production. I 
worked for everybody. I always under the 
supervision of the Director of QS. 
5 Reward 
management 
Rewards are important to me. Important to me. I know they are committed to 
me. 
If you have the attitude that you only work to 
get as much as you can for yourself. The 
reward is the only thing that will motivate 
you, I don‟t like it. I don‟t have any objection 
for people to get high salary, but they have to 
earn it. 
6 Employee 
involvement 
This (communication) is expected as a basic 
requirement. Financial participation is not 
relevant to me. 
It is a relax environment. Is easy to speak to 
people. Again it feels quite informal. I can 
hear and talking with people like the Director. 
It‟s not like other company where you have to 
make appointment. I got chance to talk and the 
listen. I don‟t think that if I really want to say 
something, I have to wait for the review. I can 
approach anyone to have a chat. . Financial 
participation is not relevant. 
The nature of the company – a very open door 
policy. Communication from the day to day 
contact. 
7 Training and 
development 
The company is not really good at this 
(identify employees‟ training needs and 
develop individual training development 
plans), but that would be useful. Mentoring 
and coaching helps the employees to feel 
valued. 
When someone goes to training and the 
training is relevant to anyone else, everyone 
(in the company) is given the opportunity (to 
have the training). When I get training, I‟ll be 
more confident and committed on carry out 
the work more properly…  I enjoy what I do 
and I know that my working requires 
professional qualification. I hope to get that. 
Training is always available. The company is 
very good and supportive. Place a large 
commitment in me. I literally just finished 
school (when joined the company). They 
support and paid for my college etc - all the 
way through HNC to BSc. The company put a 
lot of commitment into me. I feel obligated to 
„pay back‟, it is two way. I happy to do that. 
It‟s a good opportunity. I gained more 
experience. 
C 
8 
Recommendations 
to refine the 
framework 
(Section 9.4.6) 
 
When an employee first join a company, it 
would be helpful to have a clear employee‟s 
induction, a formal process. What is expected 
to do? How the role changed and when? A 
clear job description - what does it means in 
practical terms. The induction would help 
younger employees especially. When I first 
joined the company, I wasn‟t really sure what 
is expected from me. 
I can‟t think of anything at this moment. 
Everything is fine. 
Not really, no suggestion. 
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Appendix 10 
Practice Champions BetaCo 
 
  Specialisation Practice champion(s)  
Party Wall J B and I P 
HQIs T H 
Eco Homes R W, A D and A K 
SDS M D 
Health & Safety P B 
ArchiCAD L D 
QA M C 
SAPS I P 
MIR Usage M C 
Internal Project Management A M 
Asbestos C R 
Excel A M 
Conservation J K 
Time management C W 
SMART Working B S and J R 
Design and Access Statements L D 
Sustainable and Renewable Energy J B, R W and L D 
DDA J P 
Presentation Techniques CAD T H and S A 
Presentation Techniques non-CAD P J 
ArchiCAD Protocol T H and J R 
Powerpoint D M 
Customer Care A W 
Contamination P B 
Building Regs Part A S B 
Building Regs Part B A B 
Building Regs Part C P T 
Building Regs Part D A L 
Building Regs Part E T P 
Building Regs Part F H H 
Building Regs Part G K P 
Building Regs Part H K W 
Building Regs Part J K W 
Building Regs Part K I G 
Building Regs Part L – 1 I G 
Building Regs Part L – 2 D M 
Building Regs Part M J P 
Building Regs Part N K J 
Building Regs Part P N M 
 
